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ABSTRACT
PERCEPTIONS OF THE WORKPLACE:
WOMEN IN MASSACHUSETTS STATE GOVERNMENT
SEPTEMBER 1990
LAURA LEE EVE,

B.A.,

COLLEGE OF WOOSTER

M.ED.,

UNIVERSITY OF MASSACHUSETTS

ED.D.,

UNIVERSITY OF MASSACHUSETTS

Directed by:

Professor Gretchen Rossman

The study focuses on the perceptions of women who
are managers in the Executive Branch of Massachusetts
State Government.

In particular,

several formal and

informal organizational systems that help or hinder the
career advancement of women into upper level positions
are explored.

Three questions were addressed:

(1)

How do

female managers gain familiarity with various aspects of
the workplace such as organizational culture and access
to resources?

(2)

What sorts of flexible work options

and benefits would be particularly important or useful to
career-oriented female managers? and
organizations take

(3)

What steps do

(or should organizations take)

to

insure the existence of and appreciation for workforce
diversity and the equitable treatment of all employees?

Vll

A representative sample of 500 research participants
was randomly selected from the total population of women
who are managers in the Executive Branch of Massachusetts
State Government.

A mailed questionnaire was distributed

to each of the women in the sample.

A return rate of 68

percent was achieved.
Some of the highlights are:
participants'

the research

view of their place of employment is

regarded as cooperative,

flexible,

and empowering;

the

availability of supportive people is perceived as
i

emanating from the workplace;

and an informal source of

information about their workplace is available.
was also evidence of a willingness to help,
mentor others,

especially women,

There

support,

and

and a high degree of

compliance and support of affirmative action and anti¬
harassment policies by employees in their workplace.
The data also indicated a need for:
top executive positions;

more women in

a more systematic use of

training to encourage professional growth and enhance
career mobility;

a more systematic use of and evaluation

of flexible work options and support mechanisms;

and a

greater use of and refinement of male/female mentoring,
role modeling,

and support.
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CHAPTER

I

INTRODUCTION

During the next decade,

projected demographic trends

suggest that there will be progressively fewer native
born white males entering the workforce each year
States Department of Labor

[USDL],

1988-A).

(United

In addition,

women and minorities who are presently in middle level
management positions are leaving their jobs to start
their own businesses at a rate that is six times greater
than that of their male counterparts
Schellhardt,

1986;

Lee,

1986;

Noe,

(Hymowitz &

1988).

Faced by a shortage of qualified employees to fill
managerial positions,

employers will find it economically

difficult to maintain a high quality,
force as many have in the past.

homogeneous work¬

Most employers will

continue to gravitate toward quality employees at the
expense of workforce homogeneity and such behavior will
lead to workforce diversity.

Pro-active organizations,

those that prepare now to handle the diverse and changing
workforce of the year 2000,

will have a competitive edge

over those organizations that choose to wait and deal

1

2
with changes in workforce composition reactively
1988-B;

Hymowitz & Schellhardt,

(USDL,

1986).

One component of the process of successfully
achieving diversity in the workplace will be to assess
the particular needs and wants of various non-traditional
groups of employees.

By taking an active stance and

designing a system that meets those specific needs now,
employers will be better able to attract and keep quality
employees who do not fall into the "native-born white
male" category in the years to come.

One of the groups

that will benefit most from projected demographic changes
and changes in worker attitude will be women

(USDL,

1988-B;

1986;

Morrison & Von Glinow,

1990;

Taylor,

Noe,

1988).
One of the best sources of information about the
advancement of women in the workplace and their needs and
wants is working women,

as a group.

The perceptions of

those affected most by workplace policies and practices
often provide an otherwise inaccessible,

rich source of

data about which policies and practices work,
not work,
being met.

which do

and about which needs and wants are or are not
Thus,

in this study,

female managers are

asked for their perceptions about the formal and informal
systems that exist in their place of employment,

and

3
about how those systems have helped or hindered their
career advancement.

Background

Despite large changes during the past few decade,
occupational segregation persists.
dominate high paying,

Men continue to

prestigious occupations while women

tend to find themselves dead-ended in lower paying,
low-prestige

jobs

(Meyer & Maes,

1983).

Future demographic predictions suggest that a change
may be on the horizon.

According to Workforce 2000,

study conducted by the Hudson Institute,

a

the United

States is currently experiencing the end of the baby boom
and the beginning of what some demographers refer to as a
"baby-bust"

(USDL,

1988-A).

That is,

the last of the

post-war influx of babies has already matured and entered
the workforce.
The Hudson Institute study suggests that the effects
of the steadily decreasing number of infants born in the
years following the baby boom can be seen in the
decreasing number of young people entering the workforce
in recent years.
1988-A)

Work place 2000 projections

(USDL,

indicate that this trend will continue.

turn of the century,

By the

it is projected that the pool of

4

potential employees will be even smaller,

and that only

15 percent of those individuals entering the workforce
will be young,

native born white males.

The remainder of

the pool of potential employees will be made up of women,
minorities,

immigrants,

and older workers.

If these projections are correct,

employers will

have fewer potential employees overall from which to
choose.

More significantly,

employers will face a severe

shortage of what is currently the most sought-after group
of potential employees for fast track positions:
born white males.

Suddenly,

native

employers who have

systematically courted native born white males for top
positions will be forced to make some choices.

They can

either strive to maintain workforce homogeneity and
continue to hire from their traditional pool of recruits,
or they can begin to recognize the potential of a diverse
and changing workforce

(USDL,

1988-A;

Eve,

1989) .

Those employers who wish to preserve workplace
homogeneity will have to lower their standards and
include less qualified men in order to fill their quotas.
Few companies will be able to afford the luxury of an all
native born white male workforce without simultaneously
suffering from a deficit of skill and ability.
whole,

On the

those organizations that adapt effectively to

5
diversity in the workforce will have a wider choice of
potential employees from which to choose.

By selecting

new employees on the basis of skill and ability rather
than on the basis of physical appearance,

organizations

that are able to adapt to diversity in the workforce will
be better prepared to prosper and compete in the changing
climate that is projected for the year 2000.
Logically,

those organizations that get a head start

by actively striving to hire and integrate a diverse
range of employees now,
have no option,

rather than waiting until they

will be at the cutting edge as today's

pool of traditional recruits decreases even more in size.
Such organizations will have the resources,

knowledge,

and experience necessary to function effectively in the
dynamic climate that demographers project will exist by
the turn of the century.
Organizations that wish to attract,

hire,

and retain

female employees will find it necessary to address the
issues that women bring with them to the workforce as
"employee" problems rather than as "female" problems.
For example,

such issues as childcare,

eldercare,

and

housework have traditionally been considered the domain
of women.

In reality these issues are the responsibility

of society at

large.

It is only through tradition that

6
women have become responsible for care giving and house
keeping.

Ultimately,

women will gravitate toward those

organizations in which the working environment is most
supportive of their personal goals and non-work
responsibilities.

Similarly,

women will gravitate toward

organizations in which they will feel accepted and have
the greatest opportunity for growth.
Very little has been written about what,
specifically,

organizations can do to attract qualified

women and to facilitate their advancement into
upper-level positions.

In this study,

the perceptions of

successful female managers regarding several formal and
informal factors,

and how those factors have helped or

hindered their own career advancement are explored.

Statement of the Problem

Despite large improvements in the past few decades,
occupational segregation continues to be a major problem
in all occupations,
(Meyer & Maes,

1983;

at all levels,
Openheimer,

and in all age groups

1968).

Although

progress has been made in the desegregation of some
occupations,

the overall index of segregation has

remained relatively constant since the turn of the
century

(Reskin & Hartman,

1986).

7

Even in more progressive organizations,
segregation is prevalent.

For example,

occupational

the Commonwealth

of Massachusetts is considered to be a forerunner in
affirmative action and equal opportunity hiring and
promotion policy

(SOAA,

1987).

Forty-eight percent of

the State workforce is made up of women.

Superficially,

the Commonwealth has achieved occupational integration.
However,

according to information provided by the

Governor's Office on Women,

only 40 percent of the

Commonwealth's Executive Branch managers are women and
women make up less than 26 percent of the Executive
Branch agency heads
Therefore,

(Governor's Office on Women,

1989).

while the overall picture painted by the

Commonwealth indicates that the issue of occupational
segregation is well under control,

in actuality the

problem is far from being conquered.
Thus,

even within a system that appears to be making

a genuine effort,

at least in policy,

occupational segregation,
achieved.

Clearly,

to overcome

desegregation has not yet been

rules and regulations alone are

neither a sufficient deterrent for discrimination nor are
they a sufficient motivator to encourage complete
integration.

8
In addition,

the Commonwealth of Massachusetts

appears to be neglecting an important step in its quest
for female equality.

That step,

female employees for feedback,

has only been taken twice

during the present administration
Dukakis,

1983-1990).

Boston on June 7,

asking the State's

(Governor Michael

At two public forums,

one held in

1984 and a second in Springfield on

August 8th of that same year,

female employees of the

Commonwealth of Massachusetts were invited to offer
feedback and to express their needs and wants to the
Governor.

A written summary of the sessions was compiled

by the Working Group on Women in State Employment.
500 women attended the two sessions,

About

only 16 testified

verbally and 20 submitted written testimony

(Working

Group on Women in State Employment,

Other than

1984).

those two meetings that took place almost six years ago,
no documented efforts have been made on the part of the
Commonwealth to obtain feedback from its female
employees.

Statement of the Purpose

The purpose of this study is to explore several of
the formal and informal ways in which Massachusetts State
Government,

a presumed leader in affirmative action and

9
non-discriminatory hiring and promotional practices,
facilitates the advancement of women into upper-level
management positions.

In particular,

this study attempts

to answer three questions that coincide with major themes
that are evident in the literature and that are echoed by
the concerns expressed by the participants of the 1989
Symposium for Women in State Government*.
The questions are:

(1)

How do female managers gain

familiarity with various aspects of the workplace such as
organizational culture and access to resources?

(2) What

sorts of flexible work options and benefits are
particularly important or useful to career oriented
female managers?

(3) What steps do organizations take

(or should an organization take)

to insure the existence

of and appreciation for workforce diversity and equitable
treatment of all employees?

* The Maurice A. Donahue Institute for Governmental
Services of the University of Massachusetts conducts an
annual symposium for women managers in Massachusetts
State Government.
At the end of each symposium,
participants are asked to fill out a questionnaire.
The
questionnaire provides the participants an opportunity to
evaluate the symposium, give feedback about the issues
that were addressed, and offer suggestions about areas of
interest and concern that might be addressed in future
conferences or at the next symposium. The issues
addressed in this study are three of many "issues of
importance" that were described by the participants of
the 1989 Symposium.
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The first area of inquiry, how female managers gain
familiarity with various aspects of the workplace,
focuses on the process of acclimatization.

That is, the

research participants were asked about the ways in which
they learned "the ropes" in their present position.
there a formal training program?

Was

Or were the research

participants responsible for acquiring information about
the organization through other sources?

What about the

presence of significant individuals who empowered the
research participants by sharing information and access
to resources?

Such individuals might be described as

"mentors" or "sponsors" and they may have served as
sources of empowerment informally or as the result of
formal mentoring programs.
The second area of exploration focuses on the
flexible benefits and options offered to employees of the
Commonwealth.

Such items as flex-time,

time-sharing,

and

part-time are addressed in this second area of inquiry.
In addition,

the issue of job related training is

discussed.
In the third area of exploration, pro-active
measures for combating discrimination are addressed.
Research participants were asked questions about their
perceptions of the effectiveness of departmental policy

11
and both formal and informal learning opportunities that
deal with diversity training and the maintenance of
non-discriminatory practices.

Significance of the Study

This study provides information about the
perceptions of women managers in state government in
Massachusetts.
female managers'

In particular,

the information focuses on

perceptions about which organizational

factors helped them to succeed,
counter-productive,

which factors were

and what else could be done that

might foster the career development of female employees.
The results of this study could provide the
Commonwealth with an assessment of its effectiveness as
an employer and as a promoter of women.

In addition,

the

perceptions of women who are already in the state system
could be utilized to develop a plan of action for future
changes that might aid the Commonwealth in maintaining
its position as a leader in the area of affirmative
action and non-discriminatory hiring and promotional
practices.
This study is significant because the research topic
has not yet been explored.

No documented studies of the

perceptions of women state managers were found during the

12
search and review of the

literature.

Office of Affirmative Action,
Women,

or the Department

cognizant

Nor were the State

the Governor's Office on

of Personnel Administration

of any studies

of this type that had been

performed in Massachusetts during the present
administration.
In addition,
for

future

employees

this

studies

study might

serve as a springboard

on fostering the

in general.

While this

success of

female

study focuses only on

those women managers who are employed in the Executive
Branch of Massachusetts
responsibilities
one

state government,

of the women

employment

as

That

is,

the

such diverse areas of

"Administration and Finance",

"Environmental Affairs",
"Public

"Human Services",

"Labor",

and

Safety".

While the

results

of this particular

study cannot be

generalized to women who are employed outside of
government,
could be

job

surveyed vary greatly from

research participant to the next.

Executive Branch includes

the actual

a reasonable

that

state

research question for the

the perceptions of women managers

specific area of public service might be

future

in a

similar to those

expressed by women performing

similar

sector.

research might be based on

To elaborate,

future

jobs

in the private

13
the hypothesis that the perceptions of state employed
women managers in "Public Safety" would be similar to the
perceptions of women employed in private public safety
organizations.

Clearly,

there is a need for this type of

study.

Definition of the Terms

This study focuses on the career advancement of
women.

Therefore,

the terms used in this study are

defined as they apply to gender issues.
"occupational segregation",

For example,

in and of itself,

does not

specify "the division of occupations along gender lines".
It could also include segregation that is based on race,
religion,
However,

age,

or any number of other categories.

in this study,

segregation by gender should be

implicitly understood unless otherwise stated.

The same

will be true of other key terms and phrases.

Management Level Classification

In 1981,

a state-wide overhaul of management-level

employee classifications in the Commonwealth of
Massachusetts was undertaken
Administration

[DPA],

(Department of Personnel

1990-A).

Whereas management-level

personnel had previously been classified in accordance
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with civil service hiring and promotional guidelines,

the

new system sought to classify managers with a uniform
point system.

The purpose of instating the new system

was to insure that managers with similar job
responsibilities would receive comparable compensation
(DPA,

1990-A).
In accordance with the guidelines that were

established in 1981,

each management-level position is

allocated points on the basis of the specific job
responsibilities that are required of the individual
holding that position.

The cumulative number of points

attributed to each position is then utilized to determine
its ranking within a 12-level management scale.

The

management levels designated in the scale range from M-l
to M-12,

with M-l being the lowest possible management

level and M-12 being the highest level.
The 12 point management classification system is
applied to four categories of employees:
Managers,

Administrators,

Management Specialists,

Fiscal Managers,

Program
and Program

The management classifications

within these four categories are parallel.

That is,

an

M-3 classification Fiscal Manager would be the same level
as an M-3 Management Specialist.

For a more

comprehensive discussion of the M-level management
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designations that are utilized to classify employees of
the Commonwealth,
General Laws,

the reader is referred to Massachusetts

Chapter 30/Sections 45-46

(General Court,

1988).

Occupational Integration

"If choice were totally free and men and women had
the same preference and resources,

we could expect to

find the sexes distributed equally among all occupations,
with minor random differences"

(Beller,

1982,

p 373) .

A

truly integrated occupation would be one in which the
percentages of men and women would be proportional to
their percentage representation in the overall work¬
force,

plus or minus five percent to account for random

deviation.

Occupational Segregation

When percentages of men and women in a given
occupation are not proportional to their percentage
representation in the overall workforce,

plus or minus

five percent to account for random deviation,
exists

(Beller,

any occupation
occupation)

1982) .

segregation

For the purposes of this paper,

(or employee level within a given

in which 60 percent or more of the employees
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are of one gender,

and in which there exists a

significant number of employees for that 60 percent to be
meaningful,

is considered segregated.

group of 100 employees,
significant and,

For example,

in a

a 60/40 ratio of men to women is

therefore,

a group of three employees,

constitutes segregation.

In

the concept of determining

segregation by percentages would be meaningless.

Secretariat

A Secretariat is defined as "the office,
or quarters of

.

.

.

position,

of an administrative secretary in a

government or organization"

(Guralnik,

1984,

p.

1287).

Organization of the Study

This study is presented in five chapters.
contains an overview of the entire study.

Chapter I

The sections

incorporated into the first chapter include:
(1)

background information,

problem,

(3)

(2)

a statement of the

a statement of the study's purpose,

overview of the significance of the study,

(4)

an

(5)

definitions for terms that are frequently used during the
study,
study.

and

(6)

an overview of the organization of this
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Chapter II,
literature,

which consists of a review of relevant

is divided into six sections.

The sections

incorporated into the second chapter include:

(1)

background information about the status of women in
management,

beginning with a discussion of women managers

in general and then narrowing to focus on women managers
who are employed in federal and state government;

(2)

demographic and workplace characteristics of Executive
Branch Managers in the Commonwealth of Massachusetts;

(3)

an overview of the areas of focus that were selected for
inclusion in this study;

(4)

formal affirmative action

hiring and anti-discrimination policy;
flexible work options and benefits;

and

(5)
(6)

formal
informal

modes of gaining familiarity with the workplace.
Chapter III focuses on the design of the study.
Issues that are addressed in the third chapter include:
(1)

the selection of a methodological approach,

selection of a study population,
of a sample,
(5)

(4)

(3)

(2)

the

the random selection

the design of the research instrument,

measures to maximize the return rate of the research

instrument,

(6)

procedures for administering the research

instrument,

(7)

the process of deciding which questions

to include in the research instrument,
validity,

(9)

ethical issues,

(10)

(8)

issues of

procedures for
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presenting the data,
data,

and

(12)

(11)

procedures for analyzing the

limitations and delimitations of the

study.
Chapter IV incorporates the presentation and
analysis of the data that were collected through the use
of the research instrument.
divided into six sections,

The fourth chapter is
each corresponding with a

section of the research instrument.
(1)

Demographic Data;

Job Characteristics;
Options,

Benefits,

and Enforcement.

(2)
(4)

The sections are:

Workplace Characteristics;
Workplace Familiarity;

and Training;

and

(6)

(5)

(3)
Work

Policy Content

Also included in this chapter are the

results of the cross-tabulations that were conducted to
determine possible correlations among the data,

and a

summary of the research data.
Chapter V consists of a comparison of the literature
review and data,

some interesting highlights in the data,

the conclusions drawn from the data,
recommendations for future research.

and the
Also included in

the fifth chapter is a critical assessment of the
procedural aspects of the study and their effectiveness.

CHAPTER

I I

REVIEW OF THE LITERATURE

Introduction

In this chapter,

a review of relevant literature is

presented.

The purpose of this literature review is

threefold.

First,

this review is designed to provide the

reader with background information about the areas that
are explored in this study.

Secondly,

this review of the

literature serves as a foil against which the results of
this study may be compared and contrasted.

And thirdly,

a thorough exploration of the literature may be utilized
to construct a framework of existing knowledge upon which
additional research may be built.

By building on

research that has already been conducted,

it is possible

to delve into new areas of exploration while,
time,

at the same

remaining grounded in the literature.
Five bodies of literature are reviewed in this

chapter.

They are:

(1)

women in management;

(2)

background information about the study group members;
flexible work options,

benefits,

and training;

(4)

anti¬

harassment and affirmative action policy content and
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(3)
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enforcement;

and

(5)

methods for gaining familiarity with

the workplace.
Each of these bodies of literature relates to an
area of focus that is explored in this study.
example,

For

the population that is being examined in this

study is composed entirely of women who are managers.
Therefore,

it is important to explore the literature

pertaining to women in management.

Similarly,

because

the study group is made up of women managers who are
employed in the Executive Branch,

it is important to

examine Executive Branch managers in general.
literature pertaining to flexible work options,
and training,

The
benefits,

anti-harassment and affirmative action

policy content and enforcement,

and methods for gaining

familiarity with the workplace have been addressed in
this review of the literature as well.

This is because

these areas are addressed explicitly in this study.
Chapter II is divided into six sections.
first section,

In the

background information about the status of

women in management is presented.

The section begins

with a discussion of women managers in general and then
narrows to focus on women managers who are employed in
federal and state government.
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The second section of this chapter involves
background information about the study group.
particular,

In

demographic characteristics of Executive

Branch Managers in Massachusetts and their workplace
characteristics will be explored.
The third section provides an overview of the three
topics that were selected for inclusion in this study.
These areas,

which correspond with three of the concerns

that were expressed by participants of the 1989 Symposium
for Women in State Government,

represent both formal and

informal initiatives for achieving workforce diversity.
The specific areas of focus are:

formal affirmative

action hiring and anti-discrimination policy,
flexible work options and benefits,

formal

and informal modes of

gaining familiarity with the workplace.
In the forth,
chapter,

fifth,

and sixth sections of this

a review of the literature pertaining to each of

the three areas of exploration is presented.
four,

five,

and six address anti-discrimination policy

content and enforcement,
benefits,

Sections

flexible work options and

and informal methods of gaining workforce

familiarity respectively.
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Women in Management

This section begins with an overview of the status
of women managers in the United States in general.
the overview,

After

the review of the literature focuses on

women managers who are government employees in general,
and then on women managers who are employed in
Massachusetts state government.

Women Managers in General

Demographic projections indicate that during the
next few decades,

there will be an increase in the number

of management and executive positions in the workforce
(USDL,

1989-A;

1988-B).

This is the continuation of a

trend noted by Morrison and Von Glinow

(1990)

who

observed that such positions have been among the
occupations that have already experienced the greatest
growth since 1984.
Women and minorities have benefited greatly from the
influx of management and executive positions.
and Von Glinow

(1990)

Morrison

indicate that "the number of women

and minorities in management has quadrupled since 1970"
(p.

200).

However,

most of the advancements made by

women and minorities have been in middle-level positions
(Morrison & Von Glinow,

1990;

Morrison,

White & Van
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Velsor,
Lewis,

1987;
1988;

Spruell,
Kanter,

Morrison,

1985;

Ragins 1989;

Marshall,

1985;

1977).

White,

and Van Velsor

(1987)

point out

that women are not advancing into senior executive
levels.

They note that only 1.7 percent of the corporate

officers in Fortune 500 companies were women in 1986.
Spruell

(1985)

observes the same phenomenon in large

organizations in general,

stating that "there are very

few women at the top-management level",

and that it is a

rarity for women even to reach "the first rungs of senior
management"

(Spruell,

1985,

p.

31).

Women Managers in Government

According to Morrison and Von Glinow

(1990):

"women

don't fare any better in management in government or
educational institutions"
the private sector,

(p.

200).

As is the case in

the careers of female public

administrators tend to plateau at the middle management
level.

In fact,

the United States Government reported

that only 8.6 percent of top executive positions in
federal government are held by women
Glinow,

(Morrison & Von

1990) .

Despite the low representation of women in upperlevel positions,

the Government is considered a leader in
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fair hiring and non-discriminatory employment practices,
and the government's formal policy regarding equal
opportunity hiring and promotional practices is
considered a model for private sector businesses
1988) .

Lewis

of change,

(1988)

estimates that,

(Lewis,

at the present rate

it will take at least three decades for women

and minorities to fill half of the upper-level positions
in federal government.

Furthermore,

Lewis projects that

pay differentials between men and women who are similarly
employed will persist well beyond this 30 year estimate.
Women Employees in Massachusetts State Government

According to the State Office of Affirmative Action
(1988),

"the Commonwealth of Massachusetts has

established itself as a leader in the fields of
Affirmative Action and Equal Opportunity"
Approximately half
female.

(49%)

(p.

5).

of all state employees are

Fifty-five percent of all new employees hired by

the Commonwealth of Massachusetts in 1988 were female
(State Office of Affirmative Action

[SOAA],

1988).

Thus,

women entered state employment at a rate that was six
percent higher than their percent representation in state
employment in general.
period,

However,

during the same time

women were "terminated" at a rate that was
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disproportionately higher
in the workforce
firing,

(SOAA,

laying-off,

(51%)

1988).

than their representation
Terminations include

and voluntary departure from

employment.
Women who are employed by the Commonwealth of
Massachusetts tend to be segregated into specific
occupations or occupational categories.
the gender breakdown of the

Table 2.1 shows

job categories in the

Executive Branch of Massachusetts State Government.

Table 2.1
Employment Category of Women in the Executive
Branch of Massachusetts State Government

Category

Total

Official/Administrator

Percent

4325

39

20690

57

Technical

6581

61

Protective Services

5031

10

Para-Professional

9694

62

Office Clerical

8737

89

Skilled Craft

4219

12

Service Maintenance

4293

42

63570

53

Professional

Total

(Taken from SOAA,

1988,

p.

36)
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Eighty-nine percent of state employees in the "office
clerical"

job category are women,

while only 39 percent

of the 'official/administrator" category are women.
The largest number

(20,690)

of women employed by the

Commonwealth are classified as "professional" employees,
a categorization that appears to be integrated
percent female).

It should be noted that the appearance

of workforce integration may be misleading.
shows,

(57

As Table 2.2

female employees of the Commonwealth continue to

be over-represented in some Secretariats
Governor's Office,
Affairs,

Lt.

Governor's Office,

Economic Affairs,

Educational

and Human Services)

are under-represented in other areas
Transportation and Construction,
and Public Safety).

(such as the

while they

(such as

Environmental Affairs,
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Table 2.2
Women in the Executive Branch of
Massachusetts State Government
Secretariat

Total

Governor's Office

Percent

105

71

20

70

4926

53

Communities & Development

290

51

Consumer Affairs

764

46

Economic Affairs

2311

62

725

66

Elder AFfairs

95

58

Energy Resources

78

50

4571

28

42031

60

497

54

3556

37

Lt.

Governor's Office

Administration & Finance

Educational Affairs

Environmental Affairs
Human Services
Labor
Public Safety
Transportation & Construction

3601
63570

Total

16
53

(Taken from SOAA, 1988, p. 36: Numbers include both
full-time and part-time employees)

In summary,

recent trends in the creation of new

management and executive positions are expected to
continue.

Women,

who have benefited greatly from the
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increased number of positions that are available,

are

expected to continue to enter management and executive
positions in record numbers.
Despite gains,

however,

women continue to be under¬

represented in upper—level positions.

The number of

women in upper-level positions is disproportionately low
in both the private sector and in the public sector.
In the next section of this chapter,

background

information about Executive Branch managers will be
reviewed.
range,

Eight demographic characteristics;

marital status,

achievement,
range,

number of children,

work schedule,

gender,

age

educational

management level,

and salary

are utilized to create a profile of executive

branch managers.

Demographic Overview of Executive Branch Managers

During the review of available literature,

it became

apparent that a limited amount of demographic information
about female managers is available at this time.
However,

data about women in the workforce are available

from the Census Bureau

(Taeuber & Valdiseria,

Mathematical Policy Research

[MPR],

1984;

1987;

and Lee,

1986).

Such information includes a discussion of the average
age,

marital status,

childbearing and childrearing
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history,

and level of educational achievement of women in

the workforce in general.

No similar breakdown of

demographic characteristics was available about women who
are managers.
A similar finding was made at the state level.
Although the Department of Personnel Administration does
provide some demographic data about women in
Massachusetts State Government,

only a limited amount is

available about women managers in particular.
Department of Personnel Administration was,

The

however,

able

to provide demographic information about Executive Branch
managers in general.

These data,

which are based on a

1987 study conducted by the Department of Personnel
Administration,

includes both male and female Executive

Branch managers.
Most of the demographic data that are presented in
this section were provided by the Massachusetts
Department of Personnel Administration
Personnel Administration

[DPA],

1987).

(Department of
These data were

collected through the use of a "Management Benefits
Survey"

research instrument that was distributed to

Executive Branch managers on May 2,

1987.

This

information constitutes the most recent and comprehensive
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data that are available about the general demographic
characteristics of Executive Branch managers.
In this section,
w:*-H ke explored.
status,

They are;

number of children,

schedule,
data,

eight demographic characteristics

management level,

gender,

age range,

marital

educational achievement,
and salary range.

viewed in their aggregate form,

executive branch managers in general.

work

These

create a profile of
The profile that

is created provides a point of comparison for the results
of this study.
Approximately 40 percent of the managers surveyed by
Department of Personnel Administration are female
2.3).

(Table

This is consistent with State Office of

Affirmative Action statistics that indicate 39 percent of
the Executive Branch's managerial positions were held by
women during the year in which the survey was conducted
(SOAA,

1988) .

Table 2.3
Gender of 1987 DPA Survey Participant

Sex

Number

Percent

Female

506

40.0

Male

759

60.0

1265

100.0

Total
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Approximately 69 percent of the managers surveyed by
the Department of Personnel Administration are between
the ages of 30 and 49
are married

(Table 2.4).

Most of them

(74%)

(Table 2.5).

Almost one quarter

(24%)

of the managers surveyed

indicated that they have no children

(Table 2.6).

Sixty-

two percent of those managers who have children indicated
that they have three or fewer.
Most

(80%)

of the managers surveyed by the

Department of Personnel Administration indicated that
they had achieved at least an undergraduate degree
2.7).

(Table

The most frequently cited level of academic

achievement,

which was mentioned by 40 percent of the

Table 2.4
Age Range of 1987 DPA Survey Participants

Age

Number

Percent

2

0.2

25-29

46

3.6

30-39

437

35.0

40-49

427

34.0

50-59

228

18.0

>60

125

10.0

1265

100.8

<25

Total

32
Table 2.5
Marital Status of 1987 DPA Survey Participants

Category

Number

Percent

Married

936

74

Single

329

26

1265

100

Total

survey participants was a Master's Degree.

Almost all

managers surveyed by the Department of Personnel
Administration
(Table 2.8).

(98%)

indicated that they work full time

Sixty-eight percent of them indicated that

they are employed in the M-3 through M-6 range
2.9)

(Table
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Table 2.6
Number of Children of 1987 DPA Survey Participants
Number
of Children

Number
of Manaqers

Percent
of Manaqers

0

306

24.2

1

225

17.8

2

357

28.2

3

199

15.7

4

92

7.3

5

48

3.8

6

24

1.9

7

9

0.7

8

5

0.4

Total

1265

100.0

34
Table 2.7
Educational Achievement of 1987 DPA Survey Participants

Level

(degree)

High School

Number

Percent

38

3

Some undergraduate

125

10

Undergraduate

203

16

Some graduate

177

14

Masters

506

40

125

10

89

7

Phd,

Md,

LLB

Other

Table 2.8
Work Schedule of 1987 DPA Survey Participants

Percent

Status

Number

Full time

1240

98

Part time

25

2

1265

100

Total

35

Table 2.9
Management Level of 1987 DPA Survey Participants

Management Level

Number

Percent

M-l

51

4

M-2

101

8

M-3

202

16

M-4

278

22

M-5

190

15

M-6

190

15

M-7

114

9

M-8

63

5

M-9

51

4

M-10

13

1

M-l 1

13

1

M-12

2

0.2

The Department of Personnel Administration was also
able to provide an overview of the employment level of
Executive Branch managers as of May,
Personnel Administration

[DPA],

1990,

which are presented in Table 2.10,

1990

(Department of

May) .

Those data,

show the total number

of managers who are employed at each of the 12 management
levels,

and the percentage of all managers that are

employed at each level.

In addition,

the data
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Table 2.10
Management Level of Executive Branch Managers:
DPA, May, 1990
Mgmt.
Level

All
Mgrs .

Percent
All Mgrs.

Female
Mgrs.

Percent
Female

M-l

86

2.2

51

59.3

M-2

375

9.9

166

44.3

M-3

628

16.5

260

41.4

M-4

800

21.0

340

42.5

M-5

574

15.1

277

48.3

M-6

509

13.4

197

38.7

M-7

395

10.4

133

33.7

M-8

181

4.8

50

26.6

M-9

174

4.6

56

32.2

M-10

49

1.3

16

32.7

M-l 1

19

0.5

5

26.3

M-12

14

0.4

5

35.7

100.1

1556

40.9

Total

3804

show the number of women who are employed at each
managerial level as well as their percent representation.
According to the Department of Personnel
Administration's data,

approximately 41 percent of all

Executive Branch managers are female.

Eighty-six percent
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(3,281)

of all Executive Branch managers are employed in

the M-2 through M-7 range.
(42%)

are female.

Of those managers,

1,373

Women represent less than half of the

workforce at every management category except for the
lowest level

(M-l),

in which they make up close to 60

percent of the workforce.
The Department of Personnel Administration survey
results did not include salary information about members
of the study group.

However,

management level salary

range information is available to the general public
through the Office of Personnel Administration.
addition,

In

such information is documented in the General

Laws of Massachusetts.
According to the 1990 General Laws of Massachusetts,
state managers in the Executive Branch should earn
between $26,522.60 to $77,546.57 depending on managerial
level and years of employment
1990).

(Table 2.11)

(Commonwealth,

The pay range at each managerial level represents

a series of "step"

raises that are allotted to employees.

Because a majority of state managers are employed at
levels M-2 through M-7,

most managers earned between

$28,843.88 and $56,190.28.
the highest

Women,

who tend to experience

level of representation at the lower levels

of the management hierarchy,

would have lower salary
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Table 2.11
State Manager Pay Range:
Massachusetts General Laws, 1990*

Management Level

Pay Range

M-l

$26,522.60 - $32,753.24

M-2

$28,843.88 - $35,798.36

M-3

$31,129.28 - $38,651.60

M-4

$33,569.12 - $41,818.40

M-5

$35,318.40 - $45,243.12

M-6

$39,063.96 - $48,768.72

M-7

$42,466.84 - $56,190.28

M-8

$50,190.92 - $63,273.08

M-9

$50,190.92 - $63,273.08

M-10

$54,557.36 - $69,015.44

M-l 1

$57,830.73 - $73,156.20

M-12

$76,130.07 - $77,546.57

*
Executive Branch managers follow the same pay
scale in 1990 that was implemented in 1987 as a
result of a salary freeze.

levels than men,

who tend to dominate the upper levels of

management.
In summary,

the demographic data that were provided

by the Department of Personnel Administration and State
Office of Affirmative Action,

when viewed in their
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aggregate form,

help to create a "profile" of the typical

Executive Branch manager.

Such a profile serves as a

useful base with which this study and future research may
be compared and contrasted.

It is important to note that

not every Executive Branch manager possesses each and
every one of the characteristics that have been ascribed
to the group as a whole.

The group "profile"

is only

effective as a tool for comparison with other group
profiles.
Based on Department of Personnel Administration
data,

less than one half of the Executive Branch managers

surveyed

(40%)

are female.

ages of 30 and 49.

Most

(69%)

are between the

Most of the managers surveyed are

married and have children

(74% and 76% respectively).

Of

those managers who indicated that they have children,
most

(62%)
Most

have three or fewer.
(80%)

of the managers surveyed have continued

their education at the post secondary level,
most

with the

frequently cited level of academic achievement being

a Masters'

degree

participants) .

(mentioned by 40% of the survey

Almost all

(98%)

of the managers surveyed

are employed on a full-time basis.

More than two-thirds

of the managers surveyed are employed at management
levels M-3 through M-6.
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Other Department of Personnel information,

which is

separate from the survey on which much of the data that
were presented in this section were based,

indicates that

women comprise 41 percent of all Executive Branch
managers.

In general,

at the lowest

(M-l)

women are over-represented

(59%)

level of the management hierarchy

while they are under-represented at the higher levels
(approximately 30% of the management positions from M-8
through M-12 are represented by women).
1989 fiscal year.

Executive Branch managers earned from

between $26,522.60 to $77,546.57.
(M-2 through M-7)

During the 1988-

Most

(86%)

managers

earned from between $28,843.88 to

$56,190.28.
This concludes the section of Chapter II that
addresses various demographic characteristics of
executive branch managers.

During the next section,

an

overview of the three areas of exploration that are
addressed in this study will be presented.

Areas of Exploration:

Initiatives for Change

During the past few decades,

a number of initiatives

have been made to help promote workforce diversity,
particularly within government agencies.
such initiatives is to attract women

The purpose of

(and minorities),

by
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addressing their specific needs and by providing
opportunities that might not otherwise be available.
Such initiatives have taken the form of formal policy and
informal systems.

An example of a formal initiative

would be the development of affirmative action laws.
Such laws,
level,

which exist at both the state and federal

include the 14th Amendment of the United States

Constitution,

the Equal Pay Act of 1963,

Title VII,

and

the Equal Employment Opportunity Act.
Another example of a formal initiative taken by the
government to facilitate the career advancement of
individuals with non-work responsibilities is the
utilization of flexible work scheduling.
instance,

Flex-time,

for

is available to qualified employees of the

Commonwealth under certain circumstances as dictated by
the 1974 Annotated Laws of Massachusetts

(Commonwealth,

1974) .
Informally,

career advancement is facilitated

through mentoring and networking.

Although formal

associations or professional groups such as Catalyst
might serve as a resource from which a network or mentor
might be acquired,

the Commonwealth of Massachusetts has

made no formal initiatives to encourage career
advancement through either mentoring or networking
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(Department of Personnel Administration
For example,

[DPA] ,

1990-B)

the Commonwealth does not have a policy of

assigning a new employee to a mentor or sponsor

(DPA,

1990-B).
During the next three sections of Chapter II,
literature pertaining to the three areas of exploration
that are addressed in this study is reviewed.
areas of exploration,
separately,

are:

The three

each of which is reviewed

formal policy content and enforcement,

formal flexible work options and work related training,
and informal methods for gaining workforce familiarity
such as mentoring and networking.

These areas of

exploration were selected because they are among the
areas of concern or interest cited by participants at the
1989 Symposium for Women in State Government.

Policy Content and Enforcement

In this section,

formal policies regarding anti¬

harassment and affirmative action will be explored.
These particular initiatives are unique in that employee
participation is mandatory.

That is,

unlike the other

two areas of exploration that are presented in this
study,

anti-harassment and affirmative action policies

take the form of formal rules and regulations that are
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mandated from above.

Compliance with such rules and

regulations is required of all employees.

Failure to

adhere to affirmative action and anti-harassment policy
could result

in punishment ranging from a verbal

reprimand to

job dismissal or civil lawsuit.

Top-down change,

such as that mandated through

affirmative action and anti-harassment policy,

is one way

in which organizations facilitate workforce diversity,
and subsequently promote the advancement of women and
minorities into upper-level positions.

Federal and state

governments demonstrate their commitment to the
elimination of sexism and racism in hiring and promotion,
in part,

through formal initiatives like affirmative

action and anti-harassment policy

(Lewis,

1988).

Although state and federal governments profess to be
dedicated to the promotion of equality in employment
through social,
(1976)

political,

and legal initiatives,

Long

asserts that the "successful implementation of

equal employment opportunity in the federal service is
critical if employment discrimination is to be reduced or
eliminated"
(1976),

(p.

86).

That is,

in the opinion of Long

formal mandates for change are crucial in the

pursuit of equality.
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Anti-Harassment Policy

Sexual harassment policy is the first of two formal
and mandatory initiatives that are discussed in this
review of the literature.

Sexual harassment policy

establishes a set of rules and regulations that are
designed to minimize and,

wherever possible,

eliminate

the existence of sexual harassment in the workplace.
Sexual harassment,

as defined by Massachusetts

General Law Chapter 151-B,
includes:

"sexual advances,

Section 4(1)

and Section 16-A,

requests for sexual favors,

and other physical conduct of sexual nature when:
submission to or rejection of such advances,

(a)

requests,

or

conduct is made either explicitly or implicitly a term or
condition of employment or as a basis for employment
decision;

(b)

such conduct has the purpose or effect of

interfering with work performance;

or

(c)

such conduct

has the purpose or effect of creating an intimidating,
hostile,

humiliating,

environment"

or sexually offensive work

(Commonwealth,

1987,

as reported in

Governor's Office on Women's Issues

[GOWI],

1988,

p.

2).

The existence of sexual harassment is determined by
the target

(Cooper,

1985) .

That is,

an action that may

be interpreted as sexual harassment by one individual
might not be an issue for someone else under similar
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circumstances

(Trost,

1986).

Each individual must

determine his or her own limits with regard to the issue
of harassment.

Similarly,

an offender need not know or

agree that his or her actions constitute harassment in
order for those actions to be interpreted as harassment
by the target or by the legal system.

Frequently,

there

exists a large discrepancy between the perceptions of the
target and of the harasser about what constitutes sexual
harassment

(Jensen & Gutek,

1982).

Neither a lack of

awareness about what constitutes harassment nor ignorance
of anti-harassment laws are legally acceptable excuses
for engaging in sexual harassment

(GOWI,

1988).

The issue of responsibility in instances of
harassment is clarified in Section 1604.11 of the 1980
Federal Equal Employment Opportunity Commission
Guidelines which state that employers are responsible for
the behavior of their employees with regard to sexual
harassment
[EEOC],

(Equal Employment Opportunity Commission

1980).

An employer is responsible for its acts and those of
its agents and supervisory employees with respect to
sexual harassment regardless of whether the specific
acts complained of were authorized or even forbidden
by the employer and regardless of whether the
employer knew or should have known of their
occurrence. (Congress, 96th., 1980, p. 74377)
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Subsequently,

a 1986 Supreme Court case clarified the

legal responsibility of employers in instances of
employee harassment.

The court ruled that,

although

employers may be held responsible for the actions of
their supervisors in cases of harassment,
automatically" be held liable
Vinson,

106 S.Ct.

2399,

they may not

(Meritor Savings Bank v.

as reported in GOWI,

1988,

p.

9).

The court also ruled that "the existence of a
nondiscrimination policy and grievance procedure does not
relieve the employer from liability"

(GOWI,

1988,

p.9).

As the largest single employer in the Commonwealth,
Massachusetts State Government is faced with the
challenge of eliminating harassment among its employees
or risking the possibility of being held liable for their
actions.

One of the ways in which the Commonwealth

minimizes the possibility of being held liable in
instances of employee harassment is through the education
of all state employees.

The Secretary of Administration

and Finance issues periodic bulletins to all agency and
department heads informing them of the Commonwealth's
guidelines for sexual harassment prevention and
elimination.
The Administrative Bulletin issued by the Executive
Office for Administration and Finance

(Executive Office
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for Administration and Finance

[EOAF],

1989),

which was

distributed to all Executive Branch agency and department
heads,

states that

(1)

a "highly placed and visible"

Sexual Harassment Officer shall be appointed;

(2)

procedures for dealing with sexual harassment shall be
"adopted and implemented";

(3)

a copy of the guidelines

on sexual harassment in the workplace
200 as amended by Executive order 240)

(Executive Order
shall be "posted

in a conspicuous place in each work location";

(4)

each

employee shall be provided with "a thorough description
of what constitutes sexual harassment,
policy,

the agency's

the employee's responsibilities under the policy,

and the agency's grievance procedure";

(5)

employees

shall be advised of "their right to complain to the
sexual harassment officer or agency head and of the
sanctions imposed for engaging in sexual harassment";

(6)

employees shall be "strongly encouraged" to report
"behavior which they believe to be sexual harassment"
a timely manner to the proper authority;
supervisors shall

and

(7)

"take immediate and appropriate

corrective actions,

including disciplinary actions,

with

respect to employees who engage in sexual harassment"
(pp.

4-5) .

in
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In addition,

the bulletin states that each employee

of the Commonwealth is personally responsible for:
(1) Ensuring that his/her conduct does not sexually
harass any other employee, applicant for employment,
recipient of public service, or any other individual
in the workplace; (2) Cooperating in any
investigation of alleged sexual harassment by
providing any information (s)he possesses concerning
the matter being investigated; (3) Actively
participating in the Commonwealth's efforts to
prevent and eliminate sexual harassment and to
maintain a working environment free from such
discrimination. (EOAF, 1989, p. 2)
The bulletin concludes by stating that "Any employee
found to have engaged in sexual harassment in violation
of this policy is subject to disciplinary actions up to
and including termination of employment"

2)

(EOAF,

1989,

p.

.
Agency and Department Heads are responsible for

disseminating anti-harassment information within their
own Department or Agency.

There appears to be a

correlation between Agency or Department Head behavior
toward discrimination and the effectiveness with which
anti-harassment information is disseminated
1990) .

That is,

although all Agency and Department Heads

are provided with the same policy,
harassment,

definition of sexual

list of responsibilities,

about sanctions,

(Halpin,

and information

some departments and agencies take the

issue of sexual harassment more seriously than others and
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the overall departmental behavior appears to mirror that
of the department's head.
Sexual harassment is not only detrimental to the
target.

It also has a negative effect on other employees

and on the organization as a whole.

While the target may

experience the greatest level of anxiety about being
sexually harassed and he or she might experience guilt,
anger,

or frustration and not understand why,

other

employees who work closely with the target may be
effected as well.

A hostile work environment,

such as

that which is created when a sexual harassment situation
exists,

has an effect on all employees.

The outward

manifestations exhibited by employees who are forced to
work in a hostile environment,

even though they are not

directly targeted by the harasser,
productivity,

decreased morale,

may include loss of

increased absenteeism,

and higher rates of employee turnover
Cooper,

1985) .

(GOWI,

1988;

The organization as a whole suffers

because of these adverse effects on employees

(GOWI,

1988) .
In addition,

sexual harassment has a negative impact

on organizations in monetary terms.
harassment exists,
time,

When sexual

an organization must expend resources,

and money to recruit and train replacement
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personnel,

to cover legal expenses,

losses in productivity.

Clearly,

longer just a women's issue.

and to compensate for

sexual harassment is no

Sexual harassment has

become a workplace issue.

Affirmative Action Policy

Affirmative action policy is the second of the two
formal and mandatory initiatives that are presented in
this chapter.

Affirmative action policy establishes a

set of hiring and promotional guidelines that are
designed to insure that,
promotion,

in instances of hiring and

the best candidate for the

job is selected

regardless of his or her membership in a "protected"
category.
minorities,

Protected categories include women,
disabled individuals,

and Vietnam-Era

veterans.
The rights of women in the workplace are protected
by a variety of Federal Laws and Executive Orders.

In

accordance with the 14th Amendment of the United States
Constitution,
under the law

citizens are guaranteed equal protection
(Congressional Research Service,

The Equal Pay Act of 1963,

1987).

enforced by the Wage and Hour

Division of the United States Department of Labor,
outlaws the use of different pay scales based on employe
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gender

(Congress,

88th,

1963).

Title VII prohibits

employment discrimination on the basis of gender
race,

color,

88th,

1964) .

1972

religion,

or national origin)

(and

(Congress,

The equal Employment Opportunity Act of

(amending Title VII of the Civil Rights Act of 1964)

increased the power and jurisdiction of the Equal
Employment Opportunity Commission

(EEOC)

to include state

and local government and educational institutions
(Congress,

92nd,

1972).

In Massachusetts,

four Executive Orders further

support and clarify the issue of affirmative action as it
applies to women.

Executive Order #227 mandates the

State Office of Affirmative Action to use "positive and
aggressive measures" to protect the rights of women
minorities,
Veterans)

disabled individuals,

(and

and Vietnam-Era

by ensuring equal opportunities for employment

(Commonwealth,

1983-A,

p.

25).

Executive Order #227 also

mandates that the State Office of Affirmative action,

in

conjunction with the Massachusetts Commission Against
Discrimination,
(and minorities,
Veterans)

will assure equal opportunities for women
disabled individuals,

and Vietnam-Era

in "personnel matters as affected by the

Department of Personnel Administration,
and facilities,

state services

state financial assistance,

and state
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forums"

(State Office of Affirmative Action

1984,

2).

p.

[SOAA] ,

Executive Orders #230 and #236 both establish
advisory councils.

Executive Order #230 creates the

Governor's Advisory Committee on Women's Issues,

an

advisory committee that makes recommendations to the
Governor,

members of the cabinet,

and to members of the

Governor's Senior Staff with regard to policy development
around issues that are of importance to women
(Commonwealth,

1983-B).

Executive Order #236 establishes

the Governor's Advisory Council for the State Office of
Affirmative Action.

Composed of members from those

constituency groups that are addressed in the Executive
Orders that relate to affirmative action,

the Governor's

Advisory Council for the State Office of Affirmative
Action reports to the Director of the State Office of
Affirmative action,
equal opportunity,

making recommendations on issues of
nondiscrimination,

action policy within the Commonwealth

and affirmative
(Commonwealth,

1983-C).
Executive Order #240,
Executive Order #200,

which amends and revises

mandates the establishment of

standardized grievance procedures for dealing with sexual
harassment in state agencies

(Commonwealth,

1983-D).
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Executive Order #240 stipulates that the Executive Office
for Administration and Finance is responsible for
designing and implementing grievance procedures for
dealing with sexual harassment,

and that all Executive

Branch Agencies and Departments must either adopt those
procedures or design and implement comparable guidelines
of their own

(Commonwealth,

1983-D).

The State Office of Affirmative Action monitors the
implementation of anti-discrimination laws in all
Departments of the Executive Branch.
responsible for providing monthly,

Departments are

quarterly,

and annual

reports to the State Office of Affirmative Action that
document departmental efforts to achieve occupational
integration.

In addition,

the State Office of

Affirmative Action oversees the hiring,
demotion,

firing,

promotion,

and laying off of Executive Branch

employees in order to insure that discrimination is not
an issue.
To summarize,

affirmative action and anti-harassment

policies are two of the formal initiatives that have been
established through both state and federal mandates.
Adherence to these policies is mandatory and failure to
do so can result in punishment.
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Lashman states that employee training is necessary if the
Commonwealth is to enhance employee productivity and
efficiency despite the economic difficulty that is being
experienced in the Commonwealth

(BHRD,

1989-90,

p.

2) .

The Commonwealth of Massachusetts Bureau of Human
Resource Development provides "programs and centralized
direction regarding training and development for all
state employees"

(BHRD,

1989-90,

p.

3).

The long range

goal of the Bureau of Human Resource Development is to
centralize all training and development opportunities for
all employees of the Commonwealth at every level.

By

centralizing training and development opportunities,

the

Bureau of Human Resource Development hopes to standardize
the learning opportunities that are available to
employees of the Commonwealth and to insure consistency
of training content and quality.
Agency and department heads are responsible for
selecting an Agency Training Liaison Officer

(ATLO)

who

is responsible for overseeing the utilization of training
resources.

The Bureau of Human Resource Development

suggests that one percent of an agency's budget be
earmarked for employee training

(BHRD,

1989-90).

Agencies are encouraged to "work toward the general goal
of providing every employee with a minimum of three days

55

Lashman states that employee training is necessary if the
Commonwealth is to enhance employee productivity and
efficiency despite the economic difficulty that is being
experienced in the Commonwealth

(BHRD,

1989-90, p. 2) .

The Commonwealth of Massachusetts Bureau of Human
Resource Development provides "programs and centralized
direction regarding training and development for all
state employees"

(BHRD,

1989-90, p.

3).

The long range

goal of the Bureau of Human Resource Development is to
centralize all training and development opportunities for
all employees of the Commonwealth at every level.

By

centralizing training and development opportunities,

the

Bureau of Human Resource Development hopes to standardize
the learning opportunities that are available to
employees of the Commonwealth and to insure consistency
of training content and quality.
Agency and department heads are responsible for
selecting an Agency Training Liaison Officer

(ATLO)

who

is responsible for overseeing the utilization of training
resources.

The Bureau of Human Resource Development

suggests that one percent of an agency's budget be
earmarked for employee training

(BHRD,

1989-90).

Agencies are encouraged to "work toward the general goal
of providing every employee with a minimum of three days

56

of training per year",
do so

(BHRD,

although they are not required to

1989-90).

Similarly, Agency Training

Liaison Officers are "encouraged" to engage in the
recruitment of minority and female employees to
participate in training opportunities.

Thus, training

opportunities for employees of the Commonwealth are
discretionary and they are based on resource availability
and ATLO allocations of training opportunities

(BHRD,

1989-90) .
The types of work related training programs that are
offered through the Bureau of Human Resource Development
appear to fall into four categories:

(1)

supervisory

skills development such as people management skills,
multi-culture awareness,
relations,

conflict management, public

and the management of change;

(2)

personal

skills development such as stress management,
assertiveness training,
thinking/goal setting,

communication,

writing,

and public speaking;

critical

(3)

computer

training ranging from basic word processing to Desktop
Publishing,

data analysis packages,

operating systems; and

(4)

and computer

job specific training

involving instruction in how to comply with various state
regulations

(e.g..

Performance Management System [PMS]

and Employee Performance Review Systems

[EPRS]).

57

The Bureau of Human Resource Development also offers
five general management development programs, each of
which includes a range of general management skills that
are drawn from each of the four categories mentioned
above.

These programs,

and V ,

address the unigue needs of employees at every

management level.

known as "Tier I,

II,

hi,

iv,

Tier I is specifically designed to

meet the needs of newly appointed entry level managers.
The Tier II training program focuses on those skills that
would be necessary for entry to mid-level managers and
professional staff.
skills,

Tier III includes more advanced

and is designed for senior level managers.

Tier

IV is for Appointing Authorities and their key
assistants,
Heads,

and Tier V is for Cabinet Secretaries, Agency

Commissioners,

Presidents

(BHRD,

In addition,

and College and University

1989-90).
qualified employees of the Commonwealth

are eligible for a tuition remission of up to 100 percent
to pursue an undergraduate or graduate degree in the
subject area of their choice.

This tuition remission

program is available for courses taken at any one of 27
designated educational institutions in Massachusetts
(BHRD,

1989-90) .
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Flexible Work Options and Benefits

Women continue to take on a disproportionate amount
of the responsibility for household and family upkeep.
On average,

the husbands of working women tend to do less

than one quarter of the household maintenance chores and
take on less than one half of the childcare
responsibilities

(MPR,

1984).

The "traditional family",

consisting of a male

breadwinner who is supporting a non-wage-earning wife and
children,
Statistics

is fading into obsolescence
[BLS],

1988).

(Bureau of Labor

Less than ten percent of

American families actually fit the description of a
"traditional family".

The remainder of the population,

approximately 90 percent of all American families,
be pigeonholed into one concise definition.
family of the 20th Century has many faces.
families,

dual career families,

The typical
Single parent

and female heads of

household are becoming increasingly common
Bureau,

cannot

(Women's

1989) .

Information provided by the Women's Bureau

(1989)

indicates that 37 percent of America's workforce is made
up of parents with children who are under the age of 18.
Fifty-six percent of all women with children who are less
than six years of age are actively involved in the labor
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force

(Women's Bureau,

1989).

Thirteen million children

are in single parent families in which the head of
household is

female.

Sixty-four percent of the women who

maintain single parent families are in the workforce
(Women's Bureau,

1989).

^long with the changes that have occurred in the
composition of America's traditional family have come an
influx of dependent care issues.
nurturing of children,

Whereas the care and

the sick and injured,

and elderly

relatives were all assumed to be a woman's responsibility
at one time,

today's changing family dynamics have

created some confusion.

Concerns about dependent care

can no longer be considered to be gender specific.
As more and more women enter the workforce,

it is

becoming increasingly important for employers to view
dependent care as an employee issue rather than as a
female issue.

One way in which organizations are coping

with the influx of employees who have dependent care or
other non-work responsibilities is to offer a range of
flexible work options.

The United States Department of

Labor's Women's Bureau recognizes five types of flexible
options that are supportive of individuals with dependent
care problems.
part-time,

(4)

They are

(1)

job sharing,

flex-time,
and

(5)

(2)

v-time,

flex-place.

(3)

These

60
five types of alternative work schedules,

all of which

are described in detail in the Bureau's public
information packet entitled
(Women's Bureau,

1989),

Work and Family Resource Kit

were determined to be of

particular importance by the Women's Bureau on the basis
of a study of employer-related childcare issues.
study,

The

which pertained to flexible work option programs,

involved child care center directors,
union officials.
flex-time,

management,

and

The results of the study concluded that

v-time,

part-time,

job sharing and flex-place

were all viable alternatives for employees who have non¬
work responsibilities

(USDL,

1982).

The flex-time option enables employees to select
their own work hours,

provided a predetermined number of

hours each day or week are worked,
"core hours"

are maintained.

and provided certain

Core hours are defined as

"that time when all employees must be present each day"
(Women's Bureau,
Schedules") .

1989,

p.

1 of "Alternative Work

The utilization of core hours helps to

maintain workplace continuity,

enabling employees to

schedule meetings and appointments with minimal
inconvenience.
Flex-time is addressed in the 1974 Annotated Laws of
Massachusetts

(Commonwealth,

1984).

The law states that
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all employees in executive agencies may be granted flex¬
time as an option provided productivity is maintained and
coverage of work responsibilities is not interrupted.
Employees who have abused flex-time and employees who
have "an identified performance problem for which there
is an action pending" are not eligible for flex-time
(Commonwealth,
Administration

1984 as cited in Department of Personnel
[DPA],

1988,

p.

1).

Work unit managers

are responsible for developing a flex-time plan that
addresses his or her unit's requirements for minimum
staffing and coverage.
V-time,

or "voluntary reduced time"

is the second

type of alternative work schedule recognized by the
Women's Bureau.

V-time enables employees to decrease

their weekly number of hours worked from five to 50
percent for a specified period of time
to 12 months).
a pay reduction.

(usually from six

The decrease in work time is mirrored by
Benefits and seniority status are

maintained on a prorated basis.

V-time enables employees

to focus energy in areas other than work for a prescribed
amount of time.
Part-time employment is the third type of
alternative work schedule recognized by the Women's
Bureau.

Part-time employment differs from v-time in that
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there is no predetermined time limit attached to parttime employment.

That is,

part-time employees do not

necessarily have the option of working on a full-time
basis at some time in the future.
Job sharing is the fourth alternative work option.
Job sharing involves the filling of one full-time
position by two individuals,

the sharing of two separate

but related assignments by two individuals,

or the

of two unrelated part-time positions that share
the same budget line.

Job sharing is an innovative way

of creating part-time employment opportunities where none
previously existed.
The last type of flexible work option mentioned by
the Women's Bureau is Flexiplace.
as

"at-home work",

work environment.

Flexiplace,

also known

enables employees to select their own
This work option is particularly

effective for individuals employed in information-based
occupations.
A number of studies have been completed on the
subject of flexible work options and daycare
alternatives.

The "Working Parents Project" conducted

for the Carnegie Corporation involved an assessment of
the expertise and resources that are necessary for the
implementation of programs for working parents

(Friedman,
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1982).

A second survey,

also conducted in 1982,

involved

an assessment of employer initiatives toward working
parents.

The outcome of that survey,

which was national

in scope,

was a manual designed for utilization by

employers who are seeking more information about the
implementation of programs for working parents
1982).

The Women's Bureau

(1989)

(Burd,

suggests that existing

surveys are helpful in determining what sorts of flexible
work options are effective,

but that each organization

must conduct its own needs assessment to determine which
flexible work options and benefits meet its specific
needs.
The utilization of flexible work options has both
advantages and disadvantages.

Because flexible work

options deviate from traditional work schedules,

they may

be viewed as inconvenient by managers who must work with
employees who are taking advantage of those options
(Women's Bureau,
1982;

Burd,

1982;

1982).

Women's Bureau,

1989;

Friedman,

Flexible work options may necessitate

policy changes and challenge existing organizational
norms.

Slight extra costs may be incurred until flexible

work option programs are perfected,

and flexible work

options may be perceived as an inconvenience or as
favoritism by others in the organization.
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Incorporation of flexible benefit plans may be
confusing.

For example,

unless precautions are made to

insure the utilization of core office hours,
part-time,

v-time,

job-sharing,

flex-time,

and flex-place could each

make scheduling for meetings and other events difficult
(Women s Bureau,

1989).

In addition,

careful planning is

necessary in order to accommodate workplace requirements
for minimum staffing or coverage

(DPA,

1988).

Despite these minor inconveniences,

many employees

and employers are beginning to recognize that the
positive aspects of flexible work options and benefits
far outweigh the negative
Friedman,

1982).

(Women's Bureau,

1982;

In the Commonwealth of Massachusetts,

such programs are encouraged and information about the
initiation of flexible work options is readily available
from the Department of Personnel Administration.
The implementation of flexible work option programs
has many advantages.

Flexible work option programs offer

employees flexibility in dealing with non-work issues.
This,

in turn,

loyalty,

increases morale,

and job retention.

work performance,

The implementation of

flexible work options decreases absenteeism,
turnover,

employee

and employee replacement costs such as

recruitment,

training,

and down-time.
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The key issue in implementing an effective flexible
work option program appears to be worker and employer
w-'--Ll^-n9ness to work toward making the program effective.
That is,

flexible work options are most effective and

cause the least amount of disruption if all parties
involved are supportive,

flexible,

and willing to iron

out problems in the program as they surface
1982;

Burd,

(Friedman,

1982) .

In summary,

flexible work options and job related

training offer formal,

non-mandatory opportunities for

career participation and advancement.

Employees who have

conflicting non-work responsibilities may find that the
establishment of a flexible work schedule enables them to
juggle all of their obligations more effectively.
some employees,

For

particularly women who continue to take

on primary responsibility for childrearing in this
country,

the existence of flexible work scheduling could

mean the difference between staying in the workforce or
stopping out to raise young children.
workforce,

By staying in the

either by manipulating work schedules,

back to part-time on a temporary basis,

or engaging on

any number of other flexible work scheduling
opportunities,

women can increase their overall

opportunity for career advancement.

cutting

In addition,
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flexible work scheduling opportunities have been linked
to higher

job satisfaction,

employee retention,

higher productivity,

higher

and lower absenteeism.

Work-related training offers employees an
opportunity to stay at the cutting edge in their
Particular field.

Employees who pursue work-related

training increase their opportunity for advancement by
having a larger number of marketable skills than they
would have had they not participated in such training.
Both participation in work-related training and the
effective utilization of flexible work scheduling options
are effective methods of facilitating the career
advancement of women into upper-level positions.
During the next section,

the use of mentoring and

networking as tools for gaining familiarity with the
workplace will be explored.

Mentoring and networking are

both informal systems.

Workplace Familiarity

In this section,

a review of the literature

regarding several informal ways in which women and
minorities can gain access to information,
opportunity is presented.

In particular,

resources,

and

the utilization
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of mentoring and networking relationships as resources is
explored.
This third area of exploration,

the utilization of

mentoring and networking relationships to gain
familiarity with one's work environment and subsequently
with resources and opportunities for advancement,

is

considered to be both informal and discretionary.
is,

That

participation in mentoring or networking

relationships in Massachusetts State Government are
purely voluntary and not usually perpetuated through
formal programs that are mandated from above.
This section begins with an overview of
organizational culture and why it is necessary for
individual employees to understand and be proficient at
functioning within the confines of their organization's
culture.
reviewed.

Secondly,

the literature on mentoring is

The concept of mentoring as a resource for

gaining familiarity with organizational culture and for
gaining access to people,
explored.

Then,

is reviewed.

resources and opportunities is

the literature pertaining to networking

As with mentoring,

networking will be

discussed in terms of its effectiveness as a resource for
gaining familiarity with organizational culture and for
gaining access to people,

resources and opportunities.

68
Organizational Culture

An organization's culture is defined as "a pattern
of basic assumptions that have worked well enough to be
considered valid and,

therefore,

are taught to new

members as the correct way to perceive,

think and feel in

relation to problems"

84).

(Schein,

1985,

p.

Organizational culture is based on the cumulative effect
of "observable behavior regularities",
values",
along",

"policy-guiding philosophy",
"feelings",

More simply stated,

and "climate"

"dominant

"rules for getting

(Schein,

1985,

p.

Deal and Kennedy

(Deal & Kennedy,
(1982)

p.

4).

"A strong culture is

a powerful lever for guiding behavior;
jobs a little better

exactly is expected of them,

1982,

assert that organizational

cultures have a distinct function.

...

it helps employees

by knowing what

employees will waste little

time in deciding how to act in a given situation"
Kennedy,

1982,

p.

84).

organizational culture is "the way we

do things around here"

do their

"norms",

15) .

(Deal &

Individuals who are members of

the same culture share a common "system of communication
and language"

(Schein,

organizational culture

1986,

p.

89).

A strong

"ties people together and gives

meaning and purpose to their day-to-day lives"
Kennedy,

1982,

p.

5).

(Deal &
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Organizational culture is based on group tradition,
shared experience,

physical proximity,

commonality of occupation,
background

(Schein,

shared fate,

and

work experience or ethnic

1986).

Although the origins of an

organization's culture may be obscured by time,

its

content is handed down from one generation of employees
to the next as though it were carved in stone
Deal,

1987).

(Bolman &

The influence of an organization's culture

may be felt throughout that organization:
[organizational culture]

"It

affects practically everything--

from who gets promoted and what decisions are made to how
employees dress and what sorts of sports they play"
& Kennedy,

1982,

p.

(Deal

4).

The perpetuation of an organization's culture is
based on a process of socialization
1981;

Yeager,

1986).

Romer

(1981)

(Goode,

1960;

explains that

Romer,
"the

process of socialization occurs in almost every human
social experience"

(p.

xv).

Theories of socialization

are based on the premise that most people have a desire
to "fit in"
(Romer,

and to "be like others in their social world"

1981,

p.

xv) .

A large part of "fitting in"

in

any culture is learning and internalizing unspoken or
implied cultural norms and expectations.
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Cultural expectations,

rules,

and norms may be

learned in a variety of ways including observation,
and error,

trial

and learning from someone who is already

familiar with them.
culture is guarded

Information about organizational
(Kanter,

1977).

Those who possess

information share it only with the "right" type of
people,

those who they have identified to have the right

characteristics to "fit in".
One's ability to function effectively within the
constraints of an organization's culture is often viewed
as an indicator of one's level of commitment to that
organization.

For example,

an individual who takes the

time to learn about the unspoken guidelines of his or her
place of employment and who becomes proficient at
following those guidelines is considered a team player.
He or she is perceived to be an insider in the
organization.

Conversely,

an individual who is not

familiar with,

or who chooses to ignore the unspoken

guidelines of his or her organizational culture upon
entrance into the organization is considered an outsider
(Kanter,

1977) .

Cultural outsiders are at a disadvantage.

Since a

knowledge of organizational culture is used as a litmus
test for organizational membership,

those who are not
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proficient at enacting the intricacies of their
organization's unspoken rules,

norms,

and expectations

are often excluded from opportunities for advancement.
There are several reasons why someone might not have
an understanding of an organization's culture.

He or she

may be a new employee who has not yet had an opportunity
to learn about that culture.

He or she may be oblivious

to the importance of gaining familiarity with the
prevailing culture,

and subsequently may not take the

time to learn about it.

He or she may be opposed to the

culture and choose not to become proficient in its
customs,

or he or she may be excluded from learning about

the culture for reasons beyond his or her control.
Women and minorities are often excluded from
opportunities to learn about group culture for reasons
beyond their control.

This is because existing

organizational systems are not designed to accommodate
individuals who have membership in non-traditional
subcultures

(Morrison & Von Glino,

1990) .

For example,

it is documented that a great deal of employee
enculturation occurs on an informal basis such as during
after hours socializing
1982;

Kanter,

that exist

1977).

(Schein,

1986;

Deal & Kennedy,

Because of larger cultural taboos

in Western civilization at this time.
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male/female socialization is assumed to have sexual
connotations.

Therefore,

misinterpretation,

rather than risking

women are systematically excluded from

participation in informal arenas for learning about
organizational culture.
Because of their systematic exclusion from many
opportunities to learn about organizational culture,
women need to actively seek out alternative methods for
achieving enculturation.
key might be observation.

Schein

(1986)

suggests that one

By paying close attention to

what the leaders in an organization pay attention to,
observing how decisions are made,

by

and by noticing how key

leaders react to various situations,

one can get a

relatively good idea of the basics of an organization's
culture

(Schein,

1986).

Several authors mention the importance of mentoring
and networking in the process of organizational
enculturation
1988) .

(Deal & Kennedy,

1982;

Kanter,

In the remainder of this section,

1976;

Noe,

mentoring and

networking is discussed.

Mentoring

Mentoring,

as described by Kram

relationship in which an older,

(1985),

involves a

more experienced
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individual helps someone younger and less experienced
navigate in the adult world and in the world of work."
(p.

2).

in the words of Josefowitz

"wise and trusted teacher"
Homer's Odyssey,

93).

a mentor is a

Dating back to

the concept of mentoring is derived from

the character Mentor,
educated,

(p.

(1980),

nurtured,

trusted friend of King Ulysses who

and empowered Telemachus

(Ulysses

son) .
The mentor-protege relationship is recognized as an
important element

in the construction of effective

careers in general,

and especially in the development of

the careers of women
career success,
employees,
present

(Ranter,

1977).

The chances for

particularly among female and minority

increase substantially when a mentor is

(Wilbur,

1987) .

Collins

(1983)

suggests that

mentoring is even more critical for women than it is for
men.

Vertz

(1985)

states that "If mentoring is a useful

device to facilitate career advancement of women,
problems unique to women need to be confronted in its
use"

(p.

415) .

However,

there is some question about the extent to

which women are excluded from mentoring opportunities
(Feinstein,
Lewis,

1987;

Noe,

Eve & Bonar,

1988;

1982).

Collins,
Feinstein

1983;
(1987)

Fleishelnotes that
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mentoring relationships are difficult for women and
minorities to find,
management

particularly at the upper levels of

"where many executives have had little

experience working closely with women or minorities"

(p.

39) .
There are several reasons why women might have
difficulty finding an appropriate mentoring relationship.
There is a tendency for individuals to mentor others with
whom they share similarities such as gender,
class,

and ethnic background.

values,

There is a lack of women

available to serve as mentors to female proteges simply
because there are so few women in upper level positions
(Noe,

1988) .

"Because of the lack of female mentors,

especially in traditionally male-dominated occupations,
the majority of available mentors are male managers

.

.

women may find themselves without a mentor because male
managers may prefer developing mentorships with male
subordinates"

(Noe,

1988,

p.

70).

Several authors point out the difficulty associated
with cross-gender mentoring relationships

(Noe,

& Bonar,

1988;

Feinstein,

1987;

Fleishel-Lewis,

Eve,

1982).

Feinstein

(1987)

points out that

"some men hesitate to

take on female proteges because of the sexual innuendoes
that often accompany such relationships"

(p.

39).

An

.
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additional problem associated with cross-gender
mentorships is documented by Fleishel-Lewis,
Bonar

(1982),

Eve,

and

who state that "even in those cases where

the male mentor has good intentions,

his unconscious

biases and personal needs may compromise his
effectiveness as a mentor for a woman advisee
his own mentor was probably male,

.

.

.

since

the mentor cannot rely

on personal experience for guidance in figuring out how
to work with a woman advisee"

(p.

16).

Many authors suggest that the implementation of
formal mentoring programs is a viable solution for the
shortage of mentors available to women
Phillips-Jones,
program,

1983;

Noe,

1988) .

1985,

In a formal mentoring

the organization either assigns or matches

mentors and proteges.

Although such formal programs are

increasing in popularity,

their overall effectiveness is

questionable in some instances
1990).

(Vertz,

(Morrison & Von Glinow,

Several authors suggest that an alternative to

formal mentoring programs might be training programs on
how to be a mentor in conjunction with the development of
a positive workplace attitude toward mentoring
& Von Glinow,

1990;

Eve,

1982).

& Bonar,

Phillips-Jones,

1983;

(Morrison

Fleishel-Lewis,
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Although some formal mentoring programs exist,
majority of mentoring relationships are informal.

the
The

traditional mentoring relationship involves a mentor

(or

sponsor,

who

or role model)

and a protege.

The protege,

is usually younger and less experienced,
the mentor's wing and guided,

is taken under

or empowered to learn the

intricacies of an organization.

Yeager

(1986)

suggests

that the process of mentoring is a very effective way in
which organizational cultures are perpetuated.
A number of authors suggest advice that might be
helpful for women who aspire to advance within
traditional organizational systems.
cited pieces of advice,
works of Missirian
(1977),

and others,

The most frequently

which have been culled from the

(1982),

Josefowitz

(1980),

Kanter

are:

1)

Associate with the winners, but not at the
expense of those who are not presently in power
(they may be the winners of tomorrow)

2)

Play the part
manager)

3)

Know how to use resources (people,
other resources) effectively

4)

Have a future orientation; always keep your
eyes open for the opportunity to try new things

5)

Be a risk-taker

6)

Develop a positive reputation (always maintain
your own identity and integrity)

7)

Make sure your accomplishments get noticed

(dress,

act,

and think like a top

money,

and
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8)

Work smarter,

9)

Network,

not harder

collaborate with your peers

10)

Enjoy!

Have a sense of humor

11)

Know the system and know how to use it to your
advantage

The concept of mentoring is somewhat different than
that of sponsorship.
as

Josefowitz

(1980)

defines a sponsor

"one who vouches for the suitability of a candidate

for admission"

(p.

another category.

93).

Role models fall into yet

A role model is simply a positive

example.
During the past few years,

the concept of mentoring

may have acquired some negative connotations.

Several of

the women who were interviewed after the pilot run of the
research instrument indicated that overuse of the term
"mentoring" has diluted its meaning and power as a
concept.

They also stated that,

whereas it was once

popular to acknowledge that one had a mentor or mentors,
today's climate is different.

To admit that one has a

mentor or mentors is bordering on admitting that one
cannot excel on one's own.

Although no evidence was

found in the literature to support this claim,

it was

decided that the word "mentor" would be utilized in
conjunction with the words "role model" and ' sponsor
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throughout the research instrument.
three terms,

By combining the

it was hoped that the research participants

would focus on the notion of "individuals who helped to
influence career development in a positive way",

while

bypassing any negative connotations that might be
associated with any single term.

Networking

Networking is not a new concept.

The "old boy's

network" or "buddy system" has existed in traditionally
male organizations for generations
Loden,

1980;

Welch,

1980) .

(Josefowitz,

Until recently,

1980;

however,

most

women have been excluded from membership in most networks
(Welch,

1980).

are informal.

This is because many traditional networks
"Networking" occurs in places to which

women may not have access,
locker room,
Josefowitz,
Welch

such as in the men's washroom,

or over drinks after work
1980;

(1980)

Welch,

(Harrigan,

1977;

1980).

suggests that women must take

responsibility for establishing their own networks and
learning how to develop and utilize the contacts in their
networks to acquire
support"

(p.

15).

"information,

advice,

and moral

The concept of actively seeking out

connections and pooling resources for mutual advancement
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is echoed by Josefowitz
Yeager

(1980),

Harrigan,

(1977),

and

(1986) .

The concept of networking is viewed as a possible
substitute for traditional mentoring.

Haring-Hidore

(1987),

in reviewing the work of Swoboda and Millar

(1986),

makes a distinction between "grooming—mentoring"

and "networking-mentoring" relationships.
that,

She states

whereas traditional grooming-mentoring

relationships in which an individual's career development
is overseen by a mentor or sponsor may not be readily
available to most women,

networking-mentoring is.

Networking-mentoring "is based on a notion of mutual
enhancement of careers",

although Haring-Hidore points

out that the networking-mentoring relationship does not
facilitate career advancement as quickly as grooming¬
mentoring could
In summary,

(Haring-Hidore,

1987,

p.

148).

mentoring and networking are recognized

as effective ways in which new employees can learn about
organizational culture.

In addition,

mentoring and

networking relationships can provide access to resources,
people,

and opportunities.

Mentoring and networking are informal initiatives
that may facilitate the career advancement of women into
upper-level positions.

Some studies suggest that women
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who participate in mentoring and networking relationships
advance more quickly and farther than those who do not.

Summary

In this chapter an overview of the literature
pertaining to this study has been presented.

The chapter

began with a review of the literature pertaining to
background information about the status of women in
management in general.

The scope of the review was then

narrowed to focus on women who are managers in federal
and state government.
Following the overview of women in management,
background information about the study group was
presented.

In particular,

demographic characteristics of

Executive Branch Managers in Massachusetts and their
workplace characteristics were explored.
Lastly,

a review of the literature pertaining to the

three areas that were selected for exploration in this
study was presented.

The areas,

which correspond with

three of the concerns that were expressed by participants
of the 1989 Symposium for Women in State Government,
represent both formal and informal initiatives for a
achieving workforce diversity.
focus were:

The specific areas of

formal flexible work options and benefits,
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formal affirmative action hiring and anti-discrimination
policy,

and informal modes of gaining familiarity with

the workplace.
This concludes Chapter II.

in Chapter III,

the

design of the study will be presented.

Issues that are

addressed in the third chapter include:

(1)

of a methodological approach,
study population,
(4)

(3)

(2)

the selection

the selection of a

the random selection of a sample,

the design of the research instrument,

(5)

measures

to maximize the return rate of the research instrument,
(6)

procedures for administering the research instrument,

(7)

the process of deciding which questions to include in

the research instrument,
ethical issues,
(11)

(10)

(8)

issues of validity,

(9)

procedures for presenting the data,

procedures for analyzing the data,

and

limitations and delimitations of the study.

(12)

CHAPTER

III

DESIGN OF THE STUDY

Selection of a Methodological Approach

In this study,

the perceptions of women who are

currently employed as managers in the Executive Branch of
Massachusetts State Government are explored.

Because of

the large size of the study population and the somewhat
limited resources available for this project,

the careful

selection of a methodological approach that would
maximize the number of research participants who could be
reached without being cost prohibitive was necessary.
Survey research that involves the use of a mailed
questionnaire offers such a quality/cost balance.
In order to limit the size of the study group,

a

sample of the total population of women managers in
Massachusetts State Government was randomly selected.

A

mailed questionnaire was distributed to members of that
sample group.

The questionnaire was designed to

incorporate a variety of different question types in
order to attract the attention and interest of,

and to

draw a thorough response from the research participants.
The range of questions that were included in the research
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instrument elicited both quantitative and qualitative
data.

For perusal of the instrument,

the reader is

referred to Appendix B for the Survey of Female Managers
within Massachusetts State Government.

Selection of a Study Population

The population selected for this study was the 1640
women who held managerial positions in the Executive
Branch of the Massachusetts State Government as of
September,

1989.

This particular group was selected for

a variety of reasons including appropriateness for the
topic area,

accessibility,

and occupational diversity.

The selection of women managers in Massachusetts
State Government as a sample on which to conduct a study
of formal and informal organizational systems that
facilitate the advancement of women is appropriate
because the Commonwealth of Massachusetts has a clearly
stated commitment to affirmative action and equal
opportunity employment.

Consequently,

the "employer"

for

whom each of the participants in the study is already
working is,

at least in policy,

supportive of female

employees and receptive to specific suggestions regarding
the advancement of women within the organization.
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The decision to limit the study population to only
those women currently employed in a managerial capacity
within the Executive Branch of the Massachusetts State
Government was made for four primary reasons.

First,

such a limitation served to decrease the size of the
study group to proportions that could be effectively
managed in a timely manner without outside help during
the various stages of this project
collection,

(e.g.,

mailing,

data

and data analysis) .

Secondly,

the Judicial and Legislative branches of

Massachusetts State Government are organized differently
than the Executive Branch.

Employee information is not

readily available through the same source,

and the

Judicial and Legislative Branches are not discussed in
State Office of Affirmative Action Annual Reports.

Thus,

the possibility of a comprehensive discussion of
organizational hiring practices through the years is
limited to the Executive Branch
Thirdly,

(SOAA,

1987).

this study focuses on perceptions about the

ways in which state organizations facilitate the success
of female employees.

Therefore,

it was necessary to

limit the study sample to those women who have already
experienced some level of success.

For the purposes of
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this study,
a management

career success is defined as "having achieved
level position within the state system".

Fourthly,
study group,

and of primary importance in selecting a

were the group's definability,

identifiability,

and accessibility.

The names and

addresses of the women managers employed in the Executive
Branch were obtained from a current
employee list.

Thus,

(September 1,

1989)

the list from which the random

sample was selected is relatively up-to-date and
comprehensive.
Also of importance in the selection of this
particular study sample is the wide range of occupations
held by the women studied.
largest single "employer"

State government is the
in the Commonwealth,

and the

types of employment opportunities offered to women under
the heading of "State Employment" range from very
traditional careers

(such as teaching or nursing)

somewhat unconventional occupations

to

(such as protective

services or fire fighting).
The decision to select only those women employed by
the State of Massachusetts was made to limit the scope of
this study for reasons of accessibility and familiarity.
That

is,

a nation-wide study of women managers in state

government would have been an inappropriately large,

time
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consuming,

and costly project requiring extensive travel

and resources.

Massachusetts was selected as the state

of choice in this project for personal reasons;
live here,

I grew up

here,

I

I am completing my doctoral studies

here,

and I would like to make a significant contribution

to the advancement of women into higher level positions
in this geographical area.

Random Selection of a Sample

Contacting each of the 1640 women managers in the
Executive Branch of Massachusetts State Government would
have been time consuming,
unnecessary.

cost prohibitive,

and

The use of a representative sample,

randomly selected from a total population,

is recognized

as an effective method of decreasing the number of
research participants needed to achieve valid results
that may be generalized to the research population as a
whole within margins of error that may be determined
statistically.
A random sample is defined as "a sample in which all
members of the population had an equal chance of being
selected"

(Borg & Gall,

1983,

p.

244).

The purpose of

randomly selecting a sample is to create "a sample of
subjects who are representative of the population to
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which
her]
237).

[the researcher]
.

.

.

.

.

.

wishes to generalize

research findings"

(Borg & Gall,

1983,

[his or
p.

A sample is considered to be representative of a

population if that sample has been selected from the
population that is being explored "in a manner that makes
it probable that the sample is approximately the same as
the population on the variables being studied"
Gall,

1983,

p.

(Borg &

240) .

In this study,

the goal was to select a

representative sample of women managers who are employed
in the Executive Branch of Massachusetts State
Government.

The sample was selected at random from a

list of all women who are currently employed in that
capacity.

The list

from which the study sample was

selected is organized alphabetically by department.
example,

For

employee names in Administration and Finance are

listed alphabetically followed by an alphabetical listing
of the employees in Communities and Development,
Affairs,

Economic Affairs,

and so on,

Consumer

through

Transportation and Construction.
Each of the 1,640 women on the list were assigned a
number based on their sequential placement within the
list.

Thus,

number one,

the first name on the list was assigned the
the second was designated number two,

and so
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on,

through number 1,640.

Then,

using the list of random

numbers located in Appendix C of Borg and Gall
905),

500 names were selected from the list.

names,

(1983,

p.

Those 500

or approximately 30 percent of the total

population being studied,
selected sample.

are considered to be a randomly

Questionnaires were mailed to each of

the 500 research participants who were selected.

Design of the Research Instrument

The questions included on the questionnaire were
designed to correspond with the major themes that
surfaced during a review of the literature.
themes:

(1)

These major

helping female employees gain familiarity

with various aspects of the workplace;
flexible work options,

benefits,

(2)

providing

and training;

and

providing training for all members of the workforce
male and female)

(3)
(both

in how to deal with workforce diversity,

are consistent with the "issues of importance" that were
described by the participants of the 1989 Symposium for
Women in State Government post-conference questionnaire
(Maurice A.
[MADIGS],

Donahue Institute for Governmental Services

1989).

Although it

is recognized that the women who

participated in that conference should by no means be
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considered a randomly selected sample of women managers
m Massachusetts State Government,

it is interesting that

some of the concerns expressed by those women who were
present at the conference are consistent with major
themes presented in the literature.

In effect,

the

findings culled from the review of the literature have
been "grounded"

in the personal experiences of those

women present at the 1989 Symposium on Women in
Government.

The concept of grounding written information

within the contextual framework of personal experience is
described as an effective technique for substantiating
that information

(Patton,

1980).

Maximizing the Return Rate

A number of steps were taken in an attempt to
maximize the number of questionnaires that would be
completed and returned by the research participants.
First,

the questionnaire itself was visually appealing.

In accordance with the suggestions outlined in Sudman and
Bradburn

(1982),

simple and clear,

the format of the questionnaire was
and the questions were easy to answer.

Directions were unambiguous,

and easy to read.

A laser

printer was utilized to create a professional looking
document.
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The content of the questionnaire was relevant.
Because the three major themes that served as the basis
for the questionnaire were drawn from the literature and
substantiated by the data collected at the 1989 Symposium
for Women in State Government

(MADIGS,

1989),

the topics

on which the questions were based were likely to be of
personal concern to the research participants.

The

utilization of a variety of types of questions was
intended to keep the questionnaire interesting.

The

inclusion of qualitative questions gave the research
participants the opportunity to voice their opinions,
something Sieber

(1982)

of mailed questionnaires

notes increases the return rate
(p.

180).

In addition to a quality questionnaire,

research

participants received a cover-letter that explained the
purpose of the study and indicated how important it was
that they participate by answering the questions
accurately and by returning the questionnaire promptly.
The letter,

which was on University of Massachusetts

stationary,

was co-signed by the chairperson of the

committee that is designing the 1990 Symposium for Women
in State Government.

The goal was to present research

participants with a professional looking package that
would encourage participation.

For the actual cover-
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letter,

the reader is referred to the end of the Survey

of Female Managers within Massachusetts State Government
in Appendix B.
Also included in the questionnaire packet was a pre¬
addressed,

stamped envelope.

By making the process of

questionnaire return simple and convenient,

it was hoped

that the research participants would be more likely to
return their finished questionnaires,

thus enhancing the

return rate.
Research participants were informed that
confidentiality would be maintained,
participation in this study,
would be greatly appreciated.

and that their

while it would be voluntary,
The information provided

in the questionnaire packet concluded by explaining to
the research participants that the information they
provide would be helpful to all women in Massachusetts
State Government in years to come,

and the results of

this survey will influence the focus of the 1990
Symposium for Women in State Government.

In addition,

research participants were informed that copies of the
survey results will also be available to research
participants upon request.
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Procedures_for Administering the Research Instrument

A questionnaire packet that included the
questionnaire,

a cover letter,

and a pre-addressed,

stamped envelope was mailed to each of the 500 members of
the randomly selected representative sample of the study
group.

If a return rate of less than 60 percent had not

been achieved,

a follow-up letter was to have been sent

to the non-respondents two weeks later.

That letter

would have reiterated the importance of the study and the
value of their response.
If,

after an additional two weeks had passed and a

return rate of 60 percent had not yet been achieved,
third mailing would have taken place.

a

The third mailing

was to have included a new cover letter explaining the
urgency of the study,

a second copy of the questionnaire,

and a new pre-addressed,

stamped envelope.

The third

mailing was to have been distributed to a randomly
selected sample of the non-respondents.

That is,

a

sample would have been randomly selected from the group
of individuals who received — but did not respond to
the initial mailing.

The purpose of the second sample,

should it have been necessary,

would have been to survey

the responses of a representative sample of those
individuals who chose not to respond to the initial
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survey.

The data collected from the second distribution

of questionnaires would have been compared to the data
collected from the initial mailing.
similar,

If the data had been

they could have been generalized to the entire

population being studied.

If,

however,

the data produced

by the second mailing of the questionnaire had been
the extent to which the study could have been
generalized would have been decreased substantially.

Deciding Which Questions to Include

Questions were selected on the basis of their
content,

clarity,

and ability to elicit a response.

The

goal was to design a questionnaire that was specific
enough to produce the type of data sought in this study,
and at the same time was interesting enough to encourage
a high rate of return.

Particular attention was paid to

the incorporation of questions that would produce
qualitative data as well as those that would produce
quantitative data.

The Advantages of Qualitative Questions

Qualitative methodologies "produce descriptive data
people's own written or spoken words and observable
behavior"

(Bogdan & Taylor,

1975,

p.

4).

In this study.
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the inclusion of open-ended questions on the
questionnaire was intended to encourage the research
participants to respond openly and in their own words.
In the words of Patton

(1980),

open-ended questions allow

the researcher to "understand and capture the points of
view of other people without pre-determining those points
of view through prior selection of questionnaire
categories"
sentiment:
is his

(p.

28).

Lofland

(1984)

echoes Patton's

"The strong suit of the qualitative researcher

[sic]

.

.

.

ability to provide an orderly

presentation of rich,
In addition,

descriptive detail"

(p.

59) .

quantitative data may be manipulated

through the use of statistical analysis.
quantitative research,

The results of

when properly prepared,

generalized back to the larger population.

may be

Qualitative

data does not allow for such generalization of results.

The Advantages of Quantitative Questions

Quantitative data collection involves the use of a
standardized structure within which information is
collected.

In the words of Patton

(1980),

"Quantitative

measurement relies upon the use of instruments that
provide a standardized framework in order to limit data
collection to certain predetermined response or analysis
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categories"

(p.

22) .

The primary advantage of

quantitative methods of analysis is that quantitative
data are conducive to statistical interpretation.
is,

That

one can view quantitative data through a statistical

framework,

determining their mean,

deviation,

and so on.

mode,

standard

Quantitative data are easily

demonstrated through the use of charts or diagrams,
whereas the use of visual representations in summarizing
qualitative data is limited.

Combining Qualitative and Quantitative Questions

Clearly,

both quantitative and qualitative questions

have their advantages and disadvantages.
is superior,

Neither style

although different methodologies are more

appropriate for certain areas of study.
Cook and Reichart

(1979),

As stated by

"Evaluators would be wise to

use whatever methods are best suited to their research
needs,

regardless of the method's traditional

affiliation"

(p.

19).

Many authors point to the

advantages of using a combination of quantitative and
qualitative data collection methods in the same study
(Patton,
1984) .

1980;

Cook & Reichart,

1979;

Miles & Huberman,
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Issues of Validity

Threats to the validity of this study were minimized
by actions taken during the design and refinement of the
research instrument as well as by actions taken during
the data analysis stage.
First,

the research instrument was carefully

designed and revised so that its content was consistent
with major themes in the literature,

the results of the

1989 Symposium for Women in State Government informal
survey

(MADIGS,

1989),

and on information gleaned from

conversations with women who are currently serving as
managers in Massachusetts State Government.

The

instrument was then reviewed by a faculty member with
expertise in the area of survey research.

Revisions were

made on the basis of suggestions that were offered by
that faculty member.
The revised questionnaire was then pilot tested on
ten women who are currently serving as managers in
Massachusetts State Government.

The pilot test group was

selected on the basis of member willingness to spend the
time necessary to complete,
research instrument.

review,

and evaluate the

The revisions and reactions

provided by members of the pilot group were then
discussed with the faculty survey research expert and
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appropriate revisions were made in the research
instrument.

Ethical Issues

As in any research involving the use of human
subjects,

one issue that needed to be addressed in this

study was the utilization of ethical research techniques.
That is,

how can the researcher collect,

analyze,

and

present data in such a way that the rights of research
participants are preserved,
is not compromised,

the path for future research

and the reputation of field research

in general will be maintained?

In this study,

every

effort was made to conduct ethical research that
addressed these issues.
As valuable as the data produced by any study might
be,

it should never be acquired at the expense of the

research participants.

Whyte

(1984)

wrote:

"We owe it to

those we study to make our commitments regarding the
protection of human subjects in the early stages of the
project — and then to honor those commitments even when
it

is inconvenient to do so"

(p.

219).

Although he was

referring to the implementation of ethnographic studies,
Whyte's words are equally appropriate for all studies
involving the use of human subjects.
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Every effort has been made to insure the ethical
treatment of research participants in this study.

The

anonymity of the research participants has been
maintained at all times.

The names of individual

research participants were not released.

Although it was

necessary to code research instruments for purposes of
insuring an adequate return rate,
remained confidential.

the coding system has

The coding system was properly

disposed of as soon as a sufficient return rate was
achieved.
During the research process,

every effort was made

to be honest and direct with research participants.
this study,

In

no deceptive tactics were undertaken.

Research participants were informed of the purpose of the
study in the letter that accompanied the research
instrument.
During this study,

research participants were not

exposed to any "physical,
(Educational Policy,

mental,

Research,

Human Subjects Review Form,
collected during this study,
and possibly controversial,

or emotional risk"

and Administration

Item #7).

[EPRA];

The data that were

although valuable,

timely,

are not the type of

information that could compromise the well-being of the
research participants.
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By conducting ethical,
research,

responsible,

quality

it is hoped that the researcher will be able to

positively influence the research participants'
perceptions of mailed questionnaire research.
turn,

This,

in

will pave the way for future study and help to

promote the acceptance of field research in general.

Presentation of the Data

The presentation of data involves the summarization
of the research instrument results.

Data presentation is

divided into six sections or areas of focus.
(1)

Demographic Data;

Job Characteristics;
Options,

Benefits,

and Enforcement.

(2)
(4)

They are:

Workplace Characteristics;
Workplace Familiarity;

and Training;

and

(6)

(5)

(3)
Work

Policy Content

Each section begins with a series of

tables that present the data in composite form.

Each

table or set of tables is followed by an interpretation
and analysis.

Analysis of the Data

Quantitative data were tallied and calculated using
the RBase 5000 relational database computer software
package.

Responses for each question were interpreted to
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determine group totals,
deviations,

percentages,

and variances.

averages,

standard

The resulting descriptive

statistics are combined with the major themes and
impressions that surfaced during the compilation of
qualitative question responses.

The resulting analysis

involves the presentation of major trends supported by
the research participants'

own rich,

descriptive

responses as well as descriptive statistics.

Limitations and Delimitations

Despite the fact that the women included in this
study are employed as managers in a diverse range of
occupations,

and despite the possibility that the results

of this study might be appropriate for women who are not
state employees,

or who are not managers,

the

generalizability of the data that are produced by this
inquiry cannot reach beyond women who are currently
employed as managers in the Executive Branch of
Massachusetts State Government.
Further,

the results of this study are limited,

at least influenced,

or

by the current fiscal condition in

the Commonwealth of Massachusetts.

Recent cutbacks,

well as additional cutbacks that are projected in the
near future will have a profound effect on state

as
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employees in general.

Women who have experienced major

gains in hiring and promotion during recent years will be
among the most vulnerable of state employees.
because many of the cutbacks have been
to be)

This is

(and will continue

in the area of Human Services and particularly

among middle-level managers;

two areas in which a

disproportionate number of employees are female.
addition,

In

the state lays off unionized workers on a "last

hired - first fired" basis.

Since women constitute a

large number of the most recently hired and promoted
employees in the state,

they will be among the first to

be dismissed.
In Chapters I,

II,

and III,

pertinent background

information for this study is explored.

In Chapter I,

overview of the entire study was presented.

an

A detailed

review of relevant literature are provided in Chapter II,
and the procedural aspects of the study were outlined in
Chapter III.
The remainder of this document is based on the data
that were collected through the use of the research
instrument.
analyzed,

In Chapter IV,

and summarized.

the data are presented,
In Chapter V,

compared to the literature in Chapter II,

the data are
and
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conclusions,

interesting highlights,

for future study are explored.

and recommendations

CHAPTER

I V

PRESENTATION AND ANALYSIS OF THE QUESTIONNAIRE DATA

Introduction

The data that were collected through the use of the
research instrument are presented in this chapter.

The

presentation and analysis of data are divided into six
sections pertaining to areas of focus in the instrument.
They are:

(1)

Demographic Data;

Characteristics;
Familiarity;
and

(6)

(5)

(3)

(2)

Workplace

Job Characteristics;

Work Options,

Benefits,

Policy Content and Enforcement.

(4)

Workplace

and Training;
Each section

begins with an introduction to a particular area of
focus.

Following each introduction are the individual

analyses and the corresponding tables or set of tables
presenting the data in composite form.
After the six sections have been introduced,
analysis of four cross-tabulations is given.

an

These

cross-tabulations were conducted to determine whether
there were any correlations between individuals who
responded similarly on similar types of questions.
Next and before a summary of the data is provided,
review of the response rate is offered.
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a

Because the rate
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of response is so important to the reliability of the
data to be analyzed and presented in this chapter,
highlighted as an integral part of this chapter.
the review of the response rate and summary,

it is
After

the section

analyses and associated tables or sets of tables are
displayed.

Response Rate

Approximately fifty questionnaires were returned
during the first day that they could possibly have
arrived.

After three weeks,

315

(67.6%)

of the research

participants had filled out and returned their
questionnaires.
returned unopened

An additional 34 questionnaires were
(6.8% of the random sample).

The

majority of the unopened questionnaires were returned
with an indication,
stamped,

either hand written or rubber

that the would-be recipient was no longer

employed within the same agency,

and that no forwarding

address was available.
Thus,

the overall return rate of questionnaires from

the randomly selected sample of female managers who are
currently employed in the state system is 67.6 percent
(315 out of a maximum of 466 possible responses).
Because the 60 percent minimum return rate that was
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stipulated in Chapter III of this study was achieved,

no

follow—up mailing was necessary.

Overview of the Data

Most of the respondents indicated that they are
between the ages of 30 and 49.

About half of them stated

that they are married or living with a significant other.
Less than half of the respondents indicated that they
have dependents.

Of those who do have dependents,

the

majority indicated that they have only one or two.
Fifty-two percent of the dependents mentioned by the
research participants are ten years of age or younger.
Almost all of the research participants indicated
that they have achieved some level of post-secondary
education.

The most frequently cited level of academic

achievement mentioned by the research participants was a
Master's Degree.

More than four-fifths of the research

participants indicated that they work full-time.

The

majority stated that their gross yearly income for 1989
was in the $25,000 to $44,999 range.
In the workplace,

questionnaire responses indicate

that the research participants tended to be employed in
three Secretariats of the Executive Branch of
Massachusetts State Government:

Administration and
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Finance,

Economic Affairs,

and Human Services.

The

majority of the respondents indicated that they have been
in their present position for less than ten years.
stated that they are middle level managers

Most

(M-3 through

an<3 most indicated that they supervise from one to

•

ten people.
Demographic data that were collected about office
size,

gender of predecessor,

and peer gender predominance

indicate that the study group represents a wide range in
each of these areas.

That is,

the research participants

indicated that they come from a variety of different
sized offices in approximately equal numbers.
gender dominated the list of predecessors,

No one

and peer

gender predominance varied with approximately equal
occurrence.
A majority of the research participants indicated
that they first learned about their organization's
unwritten and unspoken rules,
interaction,
peers.

acceptable modes of

and culture through trial and error and from

Most of the research participants indicated that

their supervisors,

co-workers,

and subordinates were

supportive in helping them to learn about their organi¬
zation's culture during the first year in their present
position.

The research participants also indicated that

107
they turned to their co-workers most

frequently when they

needed help during their first year in their present
position.

The second most frequently turned-to support

category indicated by the research participants was
composed of supervisors,
significant others,

followed by spouses or

non-work friends,

and lastly,

subordinates.
About two-fifths of the research participants
indicated that their overall work related support network
was helpful
areas:

"often"

(approximately 40%)

learning the ropes,

gaining access to people,

gaining access to resources,
getting advice.

in the following

getting encouragement,

and

A similar percentage reported that their

support network was helpful "sometimes"
Fifty-nine percent

(186)

in the same ways.

of the research participants

indicated that their work related support network is made
up of both men and women.

Twenty-eight percent

(89)

of

the research participants marked that their work related
support network is composed primarily of women,
four percent

(13)

and only

of the research participants indicated

that their work related support network is made up
primarily of men.
When asked to describe the climate in their place of
employment,

about two-fifths of the research participants
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rated their workplace climate as "flexible",
empowering",

"cooperative",

and "competitive"

"often".

The same percentage described their workplace climate as
empowering",

"cooperative",

and "competitive"

"sometimes".
Most of the research participants

(84% or 226)

indicated that they have encountered individuals who have
been particularly supportive and influential in the
development of their careers.
the research participants
their sponsors,

mentors,

male and female.
sponsors,

Slightly less than half of

(41% or 130)

revealed that

or role models have been both

A majority

(68% or 339)

of the mentors,

or role models mentioned by the research

participants were drawn from a workplace.
participants indicated that they work

The research

(or worked)

directly with more than two-thirds of the mentors,
sponsors,

or role models.

two-thirds
mentors,

Of those that responded,

(approximately 66%)

sponsors,

about

have had from one two

or role models of both genders.

A majority of the research participants indicated
that the presence of a mentor,

sponsor,

or would have been particularly helpful

or role model was
(a)

during the

first year they were employed in a new position
67%)

and

(b)

(221 or

during a time of unrest such as that created
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when they were in the process of deciding to change
careers or positions

(183 or 58%).

Nearly three-fourths of the research participants
(222 or 71%)
sponsor,
than half

indicated that they have served as a mentor,

or role model for someone else.
(139 or 44%)

Slightly less

of the research participants

indicated that their protege was female.

Of the multiple

proteges mentioned by the research participants,
(399 out of 553 or 72%)

were

(or are)

these research participants have
to three female proteges
(or have had)

(79%)

female.

most

Most of

(or have had)

from one

and less than half have

from one to three male proteges

(47%).

The research participants provided a variety of
different advice that they would offer a female protege
regarding her career advancement.

The kinds of advice

offered appear to be either career-oriented,
oriented or job-oriented.

people-

The career-oriented advice

emphasizes focusing on the future,

setting goals,

taking

advantage of training and work opportunities that may be
beneficial in the long-run,
"larger picture".

and never losing sight of the

The people-oriented advice offered by

the research participants emphasizes the need to get
along with one's peers,

to network,

to establish a

positive reputation for honesty and integrity,

and to
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treat others with respect.

The

job-oriented advice

offered by the research participants emphasizes the need
to become an expert at one's present

job,

to work hard,

to become known for quality work and a high standard of
excellence.
Approximately half

(51% or 161)

of the research

participants rated the attitude in their workplace toward
flexible work options on the positive side of neutral.
Flex-time was the most frequently mentioned work option
cited by the research participants as being "particularly
useful" to career oriented women,

although many of the

research participants indicated that no single flexible
work option is sufficient to meet the needs of every
individual or every situation.
The response data concerning the level of
convenience associated with managing employees who are
taking advantage of flexible work options were variable.
About one quarter

(26%)

of the research participants

indicated that managing employees who are participating
in flexible work options is convenient,
quarter
third

(22%)

(33%)

options.

while another

reported that it is inconvenient.

One

were neutral about the use of flexible work

Many stated that the actual level of

Ill
convenience depends on the option,
manager,

the flexibility of the

and the flexibility of the employee.

The research participants indicated that they took
part in training "often"
"rarely"

(21%)

(25%),

"sometimes"

during the past year.

(33%),

or

Only six percent of

the research participants indicated that their employer
encouraged them to take advantage of work related
training "often" during the past year,
(20%)

while one-fifth

reported being encouraged "often".

which the research participants'

The degree to

employers compensated

for work related training during the past year varied
greatly from one employer to the next.

The research

participants indicated that a variety of training has
been valuable.

People management,

department specific skills,
degree programs,

division or

computer skills,

personal skills,

formal

and technical skills

were among the most frequently cited types of valuable
training mentioned by the research participants.
The research participants indicated that employees
learn about the anti-harassment policy in their place of
employment

in a variety of different ways.

Approximately

ten percent of the research participants stated that they
have no idea how their department informs employees of
anti-discriminatory policy,

or even if their department

112
has a policy.

Another ten percent of the research

participants responded "other" and indicated "other"
meant that the policy is available upon request or it is
a part of their work related training.

Of the remaining

80% percent of the research participants,
multiple responses.

many provided

About a third of the responses

indicated that the policy is posted,

a third indicated

that employees receive a written copy of the policy when
they are hired,

and a third indicated that a copy of the

policy is mailed to all employees periodically.
Most of the research participants

(260 or 76%)

indicated that a majority of the people in their
department adhere to anti-discriminatory policies.
half

(157)

One

of the research participants marked that the

majority of the individuals in their department adhere to
anti-discrimination policy because they genuinely believe
in equality.

The research participants indicated a

favorable departmental rating with regard to the content
and enforcement of both fair hiring policy and antidiscrimination policy.
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Demographic Data

The focus of this section is the age,
status,

marital

and level of educational achievement of the

research participants as well as on the existence of,
number,

and age of any of their dependents.

Along with these demographic data,
characteristics and the

the workplace

job characteristics provided in

following sections offer a profile of the study group.
This profile is based on trends and themes that emerge
when the data are viewed in aggregate form.
of majority response rates,

On the basis

it is possible to determine

some general characteristics that typify the study group
as a whole.
To begin,

most of the research participants are

clustered into the 30-49 year old age bracket,
hundred forty-five

(78%)

with two

of the research participants

fitting into that category

(Table 4.1).
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Table 4.1
Age Range
Question:

Xn what age range are you included?

Age
< 19

Number

Percent

yrs.

0

0.0

20-29 yrs.

22

7.0

30-39 yrs.

134

42.5

40-49 yrs.

111

35.2

50-59 yrs.

38

12.1

7

2.2

3

1.0

315

100.0

> 50

yrs.

No Response
Total

More than half

(186 individuals,

59%)

of the

managers surveyed indicated that they are married or
living with a significant other

(Table 4.2).

Approximately equal numbers of research participants
indicated that they have never been married,
divorced,

separated,

respectively).

or widowed

(21% and 18%

or are
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Table 4.2
Marital Status
Question:

What is your marital status?

Category

Number

Never married
Married or living with
significant other
Divorced,
widowed

separated,

67

21.3

186

59.0

57

18.1

5

1.6

315

100.0

or

No Response
Total

One hundred eighty

(57%)

of the respondents

indicated that they have no dependents
the 125 respondents
dependents,

most

(Table 4.4).

Percent

(40%)

(Table 4.3).

Of

who indicated that they do have

(107 or 86%)

have either one or two

Those research participants who listed the

age or ages of their dependents indicated that their
dependents range in age from less than one year to 25
years old

(Table 4.5).

Although not specifically asked,

none of the managers surveyed indicated that she is
responsible for older dependents,

and no mention was made

by any of the research participants about the issue of
elder-care.
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Seventy two percent

(122)

of the dependents

mentioned by the research participants are 15 years of
age or younger.

Thirty percent of the dependents

mentioned are five years of age or younger.

Table 4.3
Existence of Dependents
Question:

Do you have any dependents?

Category

Number

Percent

Yes

125

39.7

No

180

57.1

10

3.2

315

100.0

No Response

Total
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Table 4.4
Number of Dependents
.ion:

If yes,

how many dependents do you have?

Numoer of Dependents

Number

Percent

1

69

55.2

2

38

30.4

3

13

10.4

4

2

1.6

5

1

0.8

No Response

2

1.6

Total

125*

100.0

* The total number of responses listed in this Table
is based on the number of research participants
who indicated that they have dependents.
Therefore,
only one hundred twenty-five of the research
participants (40%) are represented by this table.

118
Table 4.5
Ages of Dependents
Question:

If you have dependents,

Age Range

what are their ages?

Number

Percent

0-5

yrs.

51

30.2

6-10

yrs.

37

21.9

11-15 yrs.

34

20.1

16-20 yrs.

31

18.3

21-25 yrs.

16

9.5

Total

169*

100.0

* The total number of responses listed in this Table
represents the number of dependents for whom
research participants indicated ages.

The majority

(277 or 84%)

of the research

participants indicated that they have earned at least a
Bachelor's Degree
most

(Table 4.6).

A Master's Degree is the

frequently cited academic credential achieved by the

research participants,

with 168

(51%)

of the respondents

indicating that they have earned at least one graduate
degree.

Thirty

(9%)

of the research participants

responded that they had completed advanced training.

The

types of advanced training most frequently mentioned
include:

multiple Masters'

Degrees,

non-degree coursework
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(at all levels),
and J.D.

management training courses,

C.A.G.S.,

certification.

Table 4.6
Educational Achievement
Question:
What is the highest educational level you
achieved?

Level

(degree)

Number

Percent

High School

9

2.7

Associate's

12

3.6

Bachelor's

90

27.2

168

50.8

Doctorate

19

5.7

Other Advanced
Training

30

9.1

3

0.9

Master's

No Response
Total

331*

100.0

* The total number of responses listed is higher
than the total number of respondents (315) because
some of the research participants gave multiple
answers.

In this section of Chapter IV,

demographic data

about the research participants have been presented.
the next section,

workplace characteristics will be

In
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introduced to help build a profile of the participants
and the perceptions of their places of work.

Workplace Characteristics

The focus for this section is on identification of
the departments in which the research participants are
employed,

the number of employees in their offices,

and

the gender of their peers.
Although the research participants were randomly
selected from a list of all female managers in the
Executive Branch of Massachusetts State Government,

a

stratified random sample based on Secretariat and
Department was not undertaken.

That

is,

no attempt was

made to randomly select a certain number of managers from
each Department or Secretariat.

Therefore,

it is

understandable that certain Secretariats and Departments
have higher representation than others.
only 39 of the

Interestingly,

94 departments listed in the most recently

published Annual Report to the Governor

(SOAA,

1988)

are

represented by the research participants who took part in
this study.

For a comprehensive list of the Secretariats

and Departments that are under the auspices of the
Executive Branch,

the reader is referred to Appendix A.
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A number of factors could have contributed to the
inclusion of only 41 percent of the Executive Branch
Secretariats and Departments in this study.

Many of the

departments that are not represented in this study are
small in size.

Therefore,

even if the number of female

managers employed in those departments was
proportionately similar to larger departments,

the

overall number of female managers would be small,

thus

decreasing the probability of selection during the random
sampling process.

In addition,

some of the departments

that evaded representation employ proportionately fewer
female managers than those departments that experienced a
high level of representation in this study.

Once again,

the end result of employing proportionately fewer female
managers would be a smaller number of female managers
whose names appeared on the list from which the study
group was selected.
managers,

Those departments with fewer female

regardless of the reason,

would experience a

smaller probability of being represented by members of
the randomly selected study group.
Two hundred and forty-eight

(79%)

of the respondents

indicated that they are employed in Administration and
Finance,

Economic Affairs,

(Table 4.7).

On the whole,

and Human Services agencies
those Departments that have a
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high level of representation among research participants
are larger in scale than those with only minimal
representation.
(24-s)

For example,

76 of the women surveyed

indicated that they are employed in the Department

of Mental Health.

The most recent available government

statistics indicate that the Department of Mental Health
employed 20,447 people during the 1987-1988 fiscal year,
more than one quarter of the total number of individuals
employed by all of the departments represented in this
study

(SOAA,

1987) .

Therefore,

it is not unusual that 24

percent of the women surveyed are employed in the
Department of Mental Health.

This trend is apparent in

other departments as well.

Table 4.7
Secretariat/Department of Employment
Question:

In which department are you employed?

Secretariat/Department_Number_Percent
Administration and Finance
Arts and Humanities
Bureau of State Buildings
Comptroller's Division
Dept, of Personnel Admin.
Dept, of Revenue
Group Insurance Commission
Office of Mgmt. Info. Syst.
Mass Comm. Against Discr.

41*
4
1
4
6
14
1
1
1

Continued,

13.0

next page.
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Table 4.7,

Continued

Secretariat/Department
State Library
State Office of Affirm.

Number

Percent

1
2

Act.

Communities and Development

2

0.6

Consumer Affairs
Dept, of Public Utilities
Division of Bank

3
2
1

1.0

20
1

6.3

Economic Affairs
Executive Office

Division of Employment

19

Educational Affairs

8

2.5

Elder Affairs

2

0.6

Environmental Affairs

5

1.6

Human Services
Executive Office
Commission for the Blind
Dept, of Correction
Mental Health
Public Health
Public Welfare
Social Services
Youth Services
Mass Rehab.
Office for Children
Rate setting Commission

187*
3
2
16
76
13
40
15
13
4
4
1

59.4

Labor
Executive Office
Board of Concil. & Arbitration
Dept of Industrial Accidents
Dept of Labor and Industries

4
1
1
1
1

1.3

Public Safety
Registry of Motor Vehicles

4
4

1.3

Continued,

24.1

next page.
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Table 4.7,

Continued

Secretariat/Department

Number"

Transportation & Construction
Dept,

7

of Public Works

2 2

7

Unclear from response given

15

Total

315

5.4
•

17

GO

No Response

100.0

* Total number calculated for Secretariat is greater
than the sum of individuals by Department because
some of the research participants listed Secretariat
without specifying Department.

Questionnaire responses indicate that the research
participants come from a wide range of different sized
offices.

Just over twenty percent of the research

participants are from offices where between one and
nineteen individuals are employed
147

(47%)

(Table 4.8).

Of the

respondents who answered that their immediate

office contains more than 50 employees,
exact size of their immediate office.
ranged from 50 to 3500 employees.

126 indicated the
Their answers

Responses were

relatively well distributed from 50 to 500 with no
specific office size receiving higher representation than
any other.

A relatively small number of respondents
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indicated that their office contained more than 500
employees.
Only one of the research participants indicated that
her office employed 3500 individuals.

It is possible

that she misunderstood the question or listed the total
number of people who are employed in her department or
secretariat.

Table 4.8
Number of Employees in Office
Question:
Approximately how many people are employed in
the section (e.g. main office, regional office,
branch office, etc.) of the department in which you
are employed?

Size

Number

Percent

1-9

25

7.9

10-19

39

12.4

20-29

34

10.8

30-39

30

9.5

40-49

32

10.2

147

46.7

8

2.5

315

100.0

> 50
No Response
Total

126
With regard to the gender of the majority of their
peers,

both genders are well represented

(Table 4.9).

There is only a four percent difference in the level of
occurrence between the number of research participants
who indicated that the majority of their peers are female
and those who indicated that the majority of their peers
are male

(48% and 44% respectively).

Table 4.9
Gender of Peers
Question:
Would you say that the majority of your peers
(in your present position) are female or male?

Gender

Number

Percent

Female

151

47.94

Male

140

44.44

Both

14

4.44

Don't Know

1

0.32

No Response

9

2.86

315

100.00

Total

In this section of data presentation and analysis,
the workplace characteristics of the research
participants have been explored.

The next section will

focus on the research participants'

job characteristics,
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thus,

further building the profile of the participants

and the perceptions of their places of employment.

Job Characteristics

In the third section of data presentation and
analysis,

the focus is on the research participants'

duration of employment in their present position,
managerial level,
hours worked,

their

their supervisory responsibilities,

their gross annual income for 1989,

the

and the

gender of their predecessor.
Most

(91%)

of the research participants indicated

that they have been in their present position for less
than ten years
(78%)

(Table 4.10) .

Two hundred forty-seven

of the managers surveyed indicated that they have

been employed in their present position for five years or
less.

Only ten

(3%)

of the research participants have

been in their present positions for 16 years or longer.
According to the data collected through the use of
the research instrument,

the managerial levels held by

the research participants range from M-l to M-10
4.11) .

(Table

None of the respondents indicated that they are

above the M-10 level.

Seventy-six percent

(238)

of the

research participants indicated that they are level M-3
through M-7 managers.

That is,

middle management is well
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represented by the study group.

Upper and lower

management levels are not represented as well.

Table 4.10
Duration of Employment in Present

Position

Question:
How long have you worked in your present
position?

Duration

Number

Percent

< 2

yrs.

114

36.2

2-5

yrs.

133

42.2

6-10

yrs.

41

13.0

10-15 yrs.

13

4.1

16-20 yrs.

6

1.9

> 20

4

1.3

4

1.3

315

100.0

yrs.

No Response
Total
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Table 4.11
Managerial Level
Question:

At which management level are you?

Level
M-l*

Number

Percent

5

1.6

M-2

19

6.0

M-3

43

13.6

M-4

64

20.3

M-5

67

21.3

M-6

39

12.4

M-7

25

7.9

M-8

15

4.8

M-9

17

5.4

M-10

4

1.3

M-l 1

-

-

M-12

-

-

No Response
Total

17

5.4

315

100.0

*
Refer to section entitled "Management Level
Classification", page 13 for explanation of
management levels.

Although the study group is representative of
managers with a wide range of supervisory responsibility.
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139

(44%)

of the research participants indicated that

they supervise from one to five people,

83

(26%)

indicated that they supervise from six to ten people,
(7%)

22

indicated that they supervise from 11 to 15 people,

and 36

(11%)

indicated that they supervise 16 or more

people

(Table 4.12).

Ten percent

(31)

of the research

participants do not supervise other employees.

Table 4.12
Supervisory Responsibility
Question:
Approximately how many people report directly
to you?

Number Supervised
None

Number

Percent

31

10.0

139

44.1

6-10

83

26.3

11-15

22

7.0

16-20

16

5.0

> 20

20

6.3

4

1.3

315

100.0

1-5

No Response
Total
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Eighty-seven percent

(275)

stated that they work full-time
percent

(22)

of the managers surveyed
(Table 4.13).

Only seven

are employed on a part-time basis.

Table 4.13
Hours Worked
Question:

Do you work part-time or full-time?

Category

Number

Percent

Full-time

275

87.3

Part-time

22

7.0

No Response

18

5.7

315

100.0

Total

Two hundred nineteen

(70%)

of the research

participants indicated that their gross income during
1989 was between $25,000 and $44,999

(Table 4.14).

More

than two-thirds of these individuals were at the upper
end of that range,

reporting a gross income that was

between $35,000 and $44,999
total population).

(155 people or 49% of the

Only 10 percent

(30)

of the managers

surveyed reported $55,000 or more in gross income during
1989.
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Approximately one third

(31%)

of the study group

members indicated that they currently hold positions in
which their immediate predecessor was female
4.15).

(Table

Approximately one third stated that they had male

predecessors,

and about a third are in a new position.

Table 4.14
Gross Income for 1989
Question:

What was your gross income for 1989?

Income

Number

Percent

< 15,000

0

0.0

15,000-24,999

8

2.5

25,000-34,999

64

20.3

35,000-44,999

155

49.2

45,000-54,000

51

16.2

55,000 or more

30

9.5

7

2.2

315

99.9

No Response
Total
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Table 4.15
Gender of Predecessor
QUeSt^aleWor maieePfoSOn
j°b/position
male (or wasWh°
it held
a new position)?
Gender

Number

Female

Percent
96

30.5

Male

113

35.9

New Position

102

32.4

4

1.3

315

100.1

No Response
Total

In this section of data presentation and analysis,
the job characteristics of the research participants have
been incorporated.

These data along with the data

involving demographic and workplace characteristics offer
a profile of the research participants.

The next section

will focus on the ways in which the research participants
gained familiarity with various aspects of their
workplace.

Workplace Familiarity

The area of emphasis for this section,
Familiarity",

"Workplace

is broken down into three categories.

The
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first category involves how the research participants
learned about their organization's culture;
general feeling of their workplace is;

what the

who the supportive

individuals in their workplace that helped them learned
about their organization's culture were;

the frequency of

the support that was received from work and non-work
individuals;

their reliance on work related support

networks in specific areas;

and the predominant gender of

their work related support networks.
The next category discloses whether the research
participants had any particularly supportive people who
have helped them in their overall career;
their mentor,

sponsor,

multiple mentors,

or role model;

sponsors,

the gender of

and if they had

and role models,

were male and how many were female.

how many

This category also

centers on where their professional or personal mentors,
sponsors,

or role models are drawn from;

if a formal

mentoring program exists in their organization;
which phase of their career a mentor,
model has been

(or would have been)

sponsor,

during
or role

most helpful;

and the

times in their career that they have needed a mentor,
sponsor,

or role model but could not find one.

The last category in this section focuses on whether
the research participants have served as a mentor,
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sponsor,

or role model to someone else;

served as a mentor,
else,

sponsor,

or role model to someone

what gender was this protege;

one protege,

if they had

if they had more than

how many were male and how many female;

as a mentor to another woman,

and

what would they consider to

be the three most important pieces of advice concerning
career advancement.

Learning about the Organization

To begin,

71 percent

(222)

and 61 percent

(193)

of

the research participants first learned about their
organization's unwritten and unspoken rules,
modes of interaction,
error and

(b)

and culture through

from peers,

respectively

the 81 research participants

(12%)

acceptable

(a)

trial and

(Table 4.16).

Of

who indicated that

they learned about their organization's culture through
means

"other" than those listed,

64

(79%)

indicated that

they learned about their organization's culture gradually
as they worked their way up within the system.
effect,

In

those 64 women also learned about their

organization's culture experientially.
possible that as many as 286

(91%)

Thus,

it is

of the managers
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Table 4.16
Organizational Culture
Question:
When you first started in your present
position, how did you learn about your
organization's culture (unspoken and unwritten
rules, and acceptable modes of interaction)?

Response

Number

Percent
Respondents

Percent
Total

Through trial and error

222

70.5

31.8

From peers

193

61.3

27.7

From a supervisor

136

43.2

19.5

From someone higher up
in the organization to
whom you do not report

61

19.4

8.7

Other

81

25.7

11.6

5

1.6

0.7

—

100.0

No Response
Total

698*

* Total number of responses is higher than number of
research participants (315) because of multiple answers.

surveyed learned about their organization's culture,
least

in part,

at

through trial and error.

Peers and supervisors were also helpful in the
process of enculturation.

One hundred ninety-three

(61%)

of the research participants indicated that their peers
helped them to learn about their organization's culture.
One hundred thirty-six

(43%)

of the research participants
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indicated that they learned about

their organization's

culture from a supervisor.
When asked to describe the climate in their place of
employment,

about two-fifths of the research participants

stated that their workplace climate is
empowering",

"cooperative",

"flexible",

and "competitive"

often.

The same percentage described their workplace climate as
empowering",
(Table 4.17) .
0.64

"cooperative",

and "competitive" sometimes

The level of variance ranges from a low of

for "cooperative" to a high of 0.87 for

empowering",

indicating that the research participants

are in closer agreement about the cooperative nature of
the workplace than they are about its empowering aspects.
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Table 4.17
General Feeling or Climate in Workplace
Stat“

.Please indicate the degree to which the
WOrds Ascribe the general feeling or
climate in your workplace.

Descriptor

Number

Percent

"Flexible"

Always
Often

(1)
(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

21
9*
105
26
89
18
37
0
3

6.7
2.9
33.3
8.3
28.3
5.7
11.7
0.0
.9

7

2.2

315

100.0

Average = 2.61 (Between often and sometimes)
Standard Deviation = 0.85
Variance = 0.72

Although the research participants were asked to
respond to many of the questions in this survey by
indicating their response on a five-point scale,
many of the research participants marked their
responses between points on the scale.
Therefore,
the five-point scales have been expanded to nine
points throughout the table presentation to
accommodate in-between responses.
However, for analysis, the number or percentage of
response falling between points on the scale is
divided equally and each calculation is added to the
number or percentage immediately preceding and
succeeding the five given points on the scale.

Continued,

next page.
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Table 4.17,

Continued

in uuiuei

Percent

Empowering"
Always
Often

(1)
(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

5
10
82
17
105
16
50
4
19

1.6
3 2
26.0
5.4
33.3
5.1
15.9
1.3
6.0

7

2.2

315

100.0

Average = 2.96 (Between often and sometimes)
Standard Deviation = 0.93
Variance = 0.87

Descriptor

Number

Percent

Cooperative"
Always
Often

(1)
(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

30
7
105
28
102
17
15
0
3

9.5
2.2
33.3
8.9
32.4
5.4
4.8
0.0
0.9

8

2.5
99.9

315

Average =2.48 (Between often and sometimes)
Standard Deviation = 0.80
Variance =0.64
Continued,

next page.
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Table 4.17,

Descriptor

Continnpd

Number

Percent

"Competitive"
Always

(1)

21

6.7
2.8
23.2
5.4
33.7
5.4
17.8
0.9
0.9

9
Often

(2)

Sometimes
Rarely
Never

73

(3)

(4)
(5)

No Response
Total

17
106
17
56
3
3

10

3.2

315

100.0

Average
2.80 (Between often and sometimes)
Standard Deviation =0.90
Variance = 0.81

One possible explanation for the higher level of
variance that is associated with the descriptor
"competitive"

is that competition is not necessarily

viewed as a positive concept.

That is,

women in

particular may consider competition a negative attribute
whereas the other three descriptors;
"empowerment",

"flexibility",

and "cooperation" may have positive

connotations.
Although the average score for each of the
descriptors falls within the same "sometimes" to "often"
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range,

the average score for each differs slightly.

Using a five point scale on which a score of one
indicates an answer of "always" and a score of five
indicates an answer of "never",

the research participants

rated their workplaces highest in the area of
cooperation,

with an average rating of 2.48.

Flexibility

was the second highest ranking descriptor with an average
score of 2.61.

The word "competitive" received an

average score of 2.80.
lowest average score

The descriptor that received the

(2.95)

was "empowering".

difference between these scores
2.95)

is not extensive,

(2.48,

2.61,

While the
2.80,

and

it does indicate that the

research participants considered their place of
employment to be more cooperative than flexible,
flexible than competitive,

more

more competitive than

empowering.
The research participants rated the supportiveness
of their supervisors,

co-workers,

and subordinates in

helping them to learn about their organization's unspoken
culture

(Table 4.18).

participants
helpful

(26%)

Eighty-two of the research

indicated that supervisors were

"sometimes".

Eighty-six

(28%)

indicated that

supervisors were helpful "often",

and 54

that they were helpful

Fifty six

"always".

(17%)

indicated

(17%)

of the
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research participants indicated that supervisors were
helpful only "rarely",

and 17

(5%)

indicated that

supervisors were "never" helpful when learning about
their organization's unspoken culture.
The research participants indicated that their co¬
workers were also helpful when learning about their
organization's unspoken culture.

Seven percent of the

research participants stated that co-workers were
"always" helpful,
often

.

while 45 percent indicated an answer of

Thirty-six percent of the research participants

indicated that their co-workers were helpful "sometimes",
seven percent said,

"rarely",

and only one percent of the

research participants indicated that co-workers were
"never" helpful in learning about organizational culture.
Subordinates were also considered to be helpful more
often than not

in the process of learning about

organizational culture.

Five percent of the research

participants answered that subordinates were "always"
helpful,

"often" was the answer given by 31 percent of

the research participants,

34 percent said,

19 percent said,

and only six percent of the

"rarely",

"sometimes",

research participants indicated that subordinates were
"never" helpful in learning about an organization's
unspoken culture.
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The degree to which the research participants found
their supervisor,

co-workers,

and subordinates helpful in

learning about organizational culture varied.

Using a

five point scale on which a score of one indicates an
answer of "always" and a score of five indicates an
answer of "never",

the research participants rated their

co-workers as being the most supportive in helping them
to learn about their organization's unspoken culture
(2.50),

their supervisors of moderate help

their subordinates as least helpful
difference between these scores
not extensive,

(2.65),

(2.91).

(2.50,

2.65,

and

While the
and 2.91)

is

it does indicate that the research

participants considered their co-workers to be more
supportive than their supervisors,

who,

in turn,

were

considered to be more supportive than subordinates in
helping them to learn about their organization's unspoken
culture.
The level of variance ranges from a low of 0.59
worker)

to a high of 1.29

(supervisor),

(co¬

indicating that

the research participants were in closer agreement about
the supportiveness of co-workers in learning about an
organization's unspoken culture than they are about the
supportiveness of supervisors.
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Table 4.18
Support in Learning About Organizational Culture
Question:
How supportive were the following individuals
in helping you to learn about your organization's
unspoken culture?

Individual

Number

Percent

Supervisor"
Always
Often

(1)
(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

47
15
75
14

14.9
4.8
23.8
4.4

66

21.0

18
46

5.7
14.6

2

0.6

16

5.1

16

5.1

315

100.0
i
i

Average = 2.65 (Between often and sometimes)
Standard Deviation = 1.13
Variance = 1.29

Continued,

next page.

i
i
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Table 4.18,
Individual

Continued

Number

Percent

Co-workers”
Always

(1)

18

5.7

(2)

8
122

2.5

Sometimes

28
95

Often

(3)

16
4

38.7
8.9
30.2
3.2
5.1
1.3

2

0.6

12

3.8

10
Rarely
Never

(4)
(5)

No Response
Total

315

100.0

Average =2.50 (Between often and sometimes
Standard Deviation = 0.75
Variance = 0.59

Individual

Number

Percent

Subordinates"
Always
Often

(2)

Sometimes
Rarely

12
6

(1)

(3)

(4)

84
19
90
13
49

(5)

No Response
Total

6.0

17

28.6
4.1
15.6
1.9
5.4

19

6.0

6
Never

3.8
1.9
26.7

315

100.0

Average = 2.91 (Between often and sometimes)
Standard Deviation = 0.98
Variance - 0.96
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The research participants rated the frequency with
which they turned to various individuals for support
during their first year in their present position
4.19).

(Table

Using a five point scale on which a score of one

indicates an answer of "always" and a score of five
indicates an answer of "never",
indicated that,
position,

during their first year in their present

about a third

supervisors,

(30%)

turned to co-workers,

spouses or significant others,

friends for support
percentage

the research participants

(33%)

"sometimes",

and non-work

while a similar

turned to such individuals "often".

quarter of the research participants

(25%)

One

indicted that

they turn to colleagues from other departments and
subordinates

"rarely",

while two-fifths

(40%)

did so

"sometimes".
Numerically,

the average score for each of the

categories covers a very small range.
range from 2.61
"subordinates".

for

The average scores

"co-workers" to 3.17 for

The variance differed widely,

greatest amount of agreement

(0.67 variance)

with the

about the

frequency with which co-workers were approached for
support,
variance)
the

and the least amount of agreement

(1.50

about the frequency with which individuals in

"spouse or significant other" category were

approached.
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Table 4.19
Frequency of Getting Support
Question:
During your first year in your present
position, how frequently did you turn to the
following individuals for support?

Individual

Number

Percent

Supervisor"
Always

(1)

23
108
27
67
13
45

7.3
0.3
34.3
8.6
21.3
4.1
14.3

1
Often

(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

2

0.6

16

5.1

13

4.1

315

100.0

Average = 2.72 (Between often and sometimes)
Standard Deviation = 1.01
Variance =1.01

Continued,

next page.
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Table 4.19,
Individual

Continued

Number

Percent

Co-worker"
Always
Often

(1)

15
5
119

(2)

4.8
1.6

37.8
6.3
30.5
5.4
7.0
1.3

20

Sometimes
Rarely
Never

(3)

(4)

96
17
22

4
5

(5)

No Response
Total

1.6

12

3.8

315

100.1

Average =2.61 (Between often and sometimes)
Standard Deviation = 0.82
Variance = 0.67

Individual

Number

Percent

Subordinates"
Always

1

(1)

0.3
0.3

1
1

Often

(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

i

61
13
109
18
63
13
16

20.0

18

5.7

315

99.9

4.1
34.6
5.7
20.0

4.1
5.1

Average = 3.17 (Between sometimes and rarely)
Standard Deviation = 0.88
Variance = 0.77
Continued,

next page.
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Table 4.19,
Individual
Friend

Continued

Numoer

Percent

(non-work)"

Always
Often

(1)

30

(2)

9.5

2

0 6

89

22

28.3
6.3
25.7
4.8
11.7
2.9
7.0

10

3.2

315

100.0

20
Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

81
15
37
9

Average = 2. 80 (Between often and sometimes)
Standard Deviation = 1.08
Variance = 1 .17

Individual

Number

Percent

Spouse/significant other"
Always
Often

(1)
(2)

Sometimes
Rarely

(3)

(4)

44
9
67
13
61
9
37

14.0
2.9
21.3
4.1
19.4

2.8

28

11.7
1.9
8.9

41

13.0

315

100.0

6
Never

(5)

No Response
Total

Average = 2.79 (Between often and sometimes)
Standard Deviation = 1.22
Variance = 1.50
Continued,

next page.
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Table 4.19,
Individual

Continued

Number

Percent

Colleague from another department"
Always
Often

(1)

10
0
86

(2)

Sometimes

(3)

11
22

3.2
0.0
27.3
4.1
29.5
3.8
16.5
3.5
7.0

16

5.1

315

100.0

13
93

12
Rarely
Never

(4)

52

(5)

No Response
Total

Average = 3.02 (Between sometimes and
Standard Deviation = 1.0
Variance = 0.99

The research participants rated the degree to which
they relied on their work related support network in a
number of work related areas during their first year in
their present position

(Table 4.20).

Using a five point

scale on which a score of one indicates an answer of
"always" and a score of five indicates an answer of
"never",

about one third of the research participants

reported that,

during their first year of employment in

their present position,
network was helpful

their work related support

"sometimes"

in the following areas:
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(1)

learning the ropes,

(2)

gaining access to people,

gaining access to resources,
and

(5)

getting advice.

(4)

(3)

getting encouragement,

Nearly one fifth indicated their

support network was helpful "often"

in these areas.

Although the average scores all fell within the
sometimes" to "often"
variations.

range,

there were some slight

Based on those variations,

the research

participants indicated that they relied on their work
related support networks most often to help them "gain
access to resources"

(average 2.5).

They relied on their

work related support network somewhat less frequently to
help them "learn the ropes"
advice"

(2.58),

least often,

(average 2.57),

to "gain access to people"

to "get
(2.71),

and

they relied on their work related support

network to get

"encouragement"

(2.84).

The research

participants were in close agreement about their
responses,

with the variance ranging from a low of 0.52

for "getting advice" to a high of 0.68 for "gaining
access to people".
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Table 4.20
Reliance on Work Related Support Network
Question:
In your present position, how much have
you
relied on your work related support network in the
following areas?

Area

Number_

Percent

"Learning the ropes"
Always

(1)

13

1

4.1
3.5
37.1
6.7
34.0
3.2
7.9
0.3

3

1.0

11
Often

(2)

117

21
Sometimes

(3)

107

10
Rarely
Never

(4)
(5)

•

315

<N

Total

7

CM

No Response

25

100.0

Average = 2.57 (Between sometimes and
Standard Deviation = 0. 77
Variance = 0.62

Continued,

next page.
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Table 4.20,
Area

Continued

Number

Percent

Gaining access to people"
Always
Often

(1)

9
3
118

(2)

2.9
0.9

90
13
44
4
3

37.5
7.0
28.6
4.1
14.0
1.3
0.9

9

2.9

315

100.1

22
Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

Average = 2 .71 (Between sometimes and oft
Standard Deviation = 0.83
Variance = 0.68

Area

Number

Percent

Gaining access to resources"
Always
Often

(1)
(2)

Sometimes

(3)

20
2

6.4

125
36
94
29

39.7
11.4
29.8
0.3
9.2

1

0.3

7

2.2

315

99.9

0.6

1
Rarely
Never

(4)
(5)

No Response
Total

Average = 2.50 (Between sometimes and often)
Standard Deviation = 0.75
Variance = 0.57
Continued,

next page.
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Table 4.20,
Area

Continued

Number

Percent

Getting encouragement' 1

Always

(1)

9

2
Often

(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

84
17
126
13
51
3

2.9
0.6
26.7
5.4
40.0
4.1
16.2

1.0

1

0.3

9

2.9

315

100.1

Average =2.84 (Between sometimes and oft
Standard Deviation = 0. 78
Variance = 0.61

Area

Number

Percent

13
4
116
24
113

4.1
1.3
36.8
7.6
37.0
3.8
7.6
0.3

Getting Advice"

Always
Often

(1)
(2)

Sometimes

(3)

12
Rarely
Never

(4)
(5)

No Response
Total

24

1
0

0.0

8

2.5

315

100.0

Average = 2.58 (Between sometimes and often)
Standard Deviation = 0.72
Variance = 0.52
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Fifty-nine percent

(186)

of the research

participants have a work related support network that is
composed of both men and women
eight percent

(89)

(Table 4.21).

Twenty-

of the research participants have work

related support networks that are made up primarily of
women.

Only 13

(4%)

of the research participants have

work related support networks that are made up primarily
of men.

Table 4.21
Predominant Gender of Work Related Support Network
Question:
Is your work related support network made up
mostly of women, men, or both?

Network composition

Number

Female

89

28.3

Male

13

4.1

Both

186

59.0

27

8.6

315

100.0

No Response
Total

Percent

Finding Support

Eighty-four percent

(226)

of the managers surveyed

indicated that they have encountered particularly
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supportive individuals who have helped with the
development of their overall career
hundred thirty

(41%)

(Table 4.22).

of the research participants

indicated that their pool of sponsors,

role models,

mentors has included both men and women,
(73)
women

One

or

while 23 percent

indicated that their pool is composed primarily of
(Table 4.23).

Of the research participants who

indicated that they have had multiple sponsors,
models,

and mentors,

about half

role

(approximately 56%)

reported that they have had from one to two sponsors,
role models,

or mentors of both genders

Sixty-eight percent

(339)

were drawn from a workplace

of the mentors mentioned

(Table 4.25).

participants indicated that they work
directly with 238

(70%)

(Table 4.24).

The research

(or worked)

of the 339 mentors,

sponsors and

role models mentioned.

The other 30 percent,

drawn from a workplace,

did not

with the research participants.

(or do not)

although

work directly
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Table 4.22
Incidence of Career-Enhancing Individuals
.ion.
Have there been any particularly supportive
people who have helped with your overall career?

Answer
Yes
No

Number
266

84.4

44

14.0

5

1.6

315

100.0

No Response
Total

Percent

Table 4.23
Gender of Mentor (s),

Sponsor(s),

or Role Model(s)

Question:
Have your mentor (s), sponsor(s), or role
model (s) been primarily female, or male, or both?

Gender_Number_Percent
Female

73

23.2

Male

68

21.6

Both

130

41.3

44

14.0

315

100.1

No Response
Total

158

Table 4.24
Number of Mentors, Sponsors, or Role Models
(Based on Gender)
Question:
If you have had more than one mentor, sponsor,
or role model, how many were male and how many were
female?

Number

Male

Female

0

29

20

1

66

64

2

69

70

3

24

32

4

9

10

5

3

8

6

1

7
8
9
10

2

2

Total responses

202*

207*

Total number of
mentors, sponsors
or role models.

337**

406**

* "Total responses" indicates number of research
participants who indicated that they had more than
one mentor, sponsor, or role model.
** "Total number of mentors, sponsors, or role
models" indicates the number of mentors, sponsors,
or role models listed by those individuals who
provided information about the number and gender of
their mentors, sponsors, or role models.
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Table 4.25
Background of Mentor(s),

Sponsor(s),

or Role Model(s)

Question:
From which professional or personal categories
were your mentor(s), sponsor(s), or role model(s)
drawn?

Category

Number

Your workplace
(someone with whom
you have worked
directly)

238

Percent
Respondents

Percent
Total

75.6

47.4

Workplace/other
101
(someone with whom
you have not
worked directly)

32.1

20.1

Educational
Institution

53

16.8

10.6

Professional group
or organization

29

9.2

5.8

Family member

62

19.7

12.3

Other

19

6.0

3.8

Total

502 *

—

100.0

* Total is higher than number of research
participants (315) because of multiple answers.
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Almost all

(98% or 309)

of the research participants

indicated that there were no formal mentoring programs in
their organization
(210)

(Table 4.26).

Sixty-seven percent

of the research participants indicated that there

had been times in their career when they felt they needed
a mentor,

sponsor,

or role model but could not find one

(Table 4.27) .

Table 4.26
Existence of Formal Mentoring Programs
Question:
Are there any formal mentoring programs in
your organization?

Answer
Yes
No
No Response

Total

Number

Percent

2

0.6

309

98.1

4

1.3

315

100.0
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Table 4.27
Looking for a Mentor,

Sponsor,

or Role Model

Question:
Have there been times in your career when you
felt you needed a mentor, sponsor, or role model but
couldn't find one?

Answer

Number

Yes

Percent

210

66.7

No

93

29.5

No Response

12

3.8

315

100.0

Total

Two hundred twenty-one of the research participants
(67%)

indicated that the presence of a mentor,

or role model was

(or would have been)

sponsor,

particularly

helpful during the first year they were employed in a new
position

(Table 4.28).

research participants
sponsor,

One hundred eighty-three of the
(58%)

or role model was

stated that a mentor,
(or would have been)

particularly helpful during a time of unrest such as that
created when they were in the process of deciding to
change careers or positions.

Forty-seven percent

(148)

of the research participants indicated that a mentor,
sponsor,

or role model was

(or would have been)

particularly helpful during a time of transition such as
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when they were in the process of changing careers or
positions.

Table 4.28
Career Phases and Mentoring
Question:
During which phase(s) of your career did you
feel that a mentor, sponsor, or role model were (or
would have been) particularly helpful?

Time Period

Percent
Respondents

Number

During the first year
in a new position

Percent
Total

221

66.7

33.2

71

22.5

11.2

During a time of unrest
(e.g., when you were in the
process of deciding to
change careers/positions)

183

58.1

28.9

During a time of transition
(e.g., while you were in
the process of changing
careers/positions

148

47.0

23.4

19

6.0

3.0

2

0.6

0.3

-

100.0

During a time of stability
(e.g., after you had been
employed in a particular
position for a while and
were familiar with the
routine, but were not yet
considering your next
career move)

Other
No Response
Total

633*

* Total is greater than the number of research
participants (315) because of multiple answers to
the same question.
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Being a Mentor

Two hundred twenty-two

(71%)

of the research

participants indicated that they have served as a mentor,
sponsor,

or role model for someone else

One hundred thirty-nine

(44%)

(Table 4.29).

of the research

participants indicated that their protege was female
(Table 4.30).

One hundred ten

(35%)

of the research

participants did not mention the gender of their protege.
Of those research participants who indicated that they
had multiple female proteges,
one to three.

most

(79%)

have had from

Of those research participants who

indicated that they had multiple male proteges,
half

(47%)

have had from one to three

Approximately one third

(51)

(Table 4.31).

of the research participants

indicated that they have had no male proteges,
less than one percent
proteges.
553,

(3)

were female.

whereas

of them have had no female

Most of the proteges mentioned

or 72%)

less than

(399 out of
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Table 4.29
Mentoring Others
Question:
Have you ever served as a mentor or sponsor to
someone else?

Answer
Yes
No
No Response
Total

Number

Percent

222

70.5

85

27.0

8

2.5

315

100.0

Table 4.30
Gender of Protege(s)
:ion:
If you have served as a mentor or sponsor to
someone else. what gender was your protege?

Gender
Female

Number

Percent

139

44.1

Male

15

4.8

Both

51

16.2

No Response

110

35.0

Total

315

100.1
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Table 4.31
Number of Proteges
(Based on Gender)
Question:
If you have had more than one protege,
many were male and how many were female?

Number

Male

how

Female

0

51

3

1

36

27

2

32

55

3

5

38

4

5

14

5

—

7

6

2

—

7

1

3

8

—

3

9

—

—

10

—

—

12

—

1

30

—

1

Total responses

132*

152*

Total number of
proteges

154**

399*

* "Total responses" indicates number of research
participants who indicated that they had more than
one protege.
** "Total number of proteges" indicates the number
of proteges listed by those individuals who provided
information about the number and gender of their
proteges.
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Two hundred twenty-eight of the research
participants

(72%)

provided examples of the most

important pieces of advice that they could offer,
mentor or sponsor to another woman,

as the

that would enhance

her potential for career advancement

(Table 4.32).

Eighty-four gems of wisdom constituted isolated pieces of
advice.

That is,

they were mentioned only once.

Those

84 pieces of advice are lumped together under the heading
of

other" .

The advice that was mentioned more than once

is listed in Table 4.32.

Each piece of advice is

followed by a number indicating the number times that
particular suggestion was made.

Table 4.32
Mentoring Advice
Question:
As a mentor/sponsor to another woman, what
would you consider to be the three most important
pieces of advice that you could give regarding
career advancement?
(The following list is a compilation of the more
frequently mentioned types of advice offered by the
research participants)

Advice

Number

Strive to grow and continue to keep growing

50

Work hard/become an expert at your job

36

Set goals and be future oriented

33

Continued,

next page.
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Table 4.32,

Continued

Advice

Number

Network

32

Develop a positive reputation/get
known for your honesty and integrity

28

Have confidence/come from a position of
power/be aggressive, outgoing, assertive
and persistent

26

Jump at opportunities/take on more
responsibilities
Know how to use resources
learn how to delegate

26

(including people)

23

Know organizational culture/politics/dynamics

18

Believe in yourself/be your own advocate

16

Treat others with respect,
cooperate

help others,

and

15

Do a good job/maintain a high standard of
excellence

14

Trust your instincts/use common sense

12

Be a risk-taker

12

Choose your battles carefully

12

Learn who you can trust and who you can't

11

Gravitate toward a supportive work environment
(don't get trapped in a job you don't like)

11

Know your strengths and weaknesses

10

Get a mentor

10

(or mentors)

Continued,

next page.
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Table 4.32,

Continued

Advice
-—T---Number
Know that it is a man's world out there and
9
deal with it (don't have a chip on your shoulder)
Be organized/neat/professional

(look the part)

9

Keep a good sense of humor/don't take
yourself too seriously

8

Know your organization's structure,
and procedure

7

Don't mix work and play
social life)

policy,

(business and

7

Be willing to negotiate/deal with the negative

7

Be yourself,

6

don't be one of the boys

Do not disclose weaknesses

5

Don't threaten others
higher-ups)

5

Play by the rules

(especially men and

(don't make waves)

5

Don't become a bureaucrat, only follow the rules 5
as long as you have to in order to get in a
position to change them
Take yourself

(and your job)

Don't trust anyone,

seriously

especially other women

3
2

Other

84

Total

573*

* Total is greater than number of research
participants (315) because of multiple answers.
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Fifty of the research participants indicated that it
is important to strive to grow and to keep growing.
Suggestions included continuing one's formal education,
jumping at the opportunity for management and specialty
training workshops and programs,
courses whenever possible.

and taking or teaching

Some of the research

participants advocated informal training as well:
your eyes and ears open,

you can learn a lot

"Keep

just from

observation" and "Be open to learning from everyone.
'big boss'

The

isn't the only one with knowledge to share,

peers and subordinates often have a lot to offer as well"
are

just two examples of the informal training

opportunities mentioned by research participants.
Thirty-six of the research participants indicated
that the most important piece of advice that they could
share with a protege would be to "Work hard and become an
expert at your job."

Variations on the same theme

included suggestions to "Always be prepared.

Know what

you do better than anyone else," and "Do your homework;
act

from a position of strength and knowledge by having

all the relevant information ahead of time."

Thirty-

three of the research participants indicated that it is
important to set goals and to be future oriented.
"Always take on challenges

.

.

states one research

170
participant"

...

but set reasonable expectations and

time frames for meeting goals." Another cautioned to "Be
willing to adapt or change goals when forces beyond your
personal control effect your plans
economic,

social,

(e.g.,

environmental,

or sexual discrimination)."

the research participants agreed that
establish long-range

(5 yr.

Many of

"It is important to

and 10 yr.)

goals as well as

short range ones," and that it is imperative to "Always
keep a current copy of your resume near the surface and
an eye to the future."
to

In addition,

proteges are advised

Think through professional goals and decide what you

want,"

and "Always be thinking about the skills you are

learning and how they will be able to help you in your
next

job

.

.

.

and be thinking about what that next

job

is going to be."
A fourth theme in the type of advice offered by the
research participants is the concept of networking.
Thirty-two of the research participants indicated that
they would advise a protege to network with others at
work,

in other organizations,

and in her private life.

Some of the research participants focused on the need to
have

"support networks",

or groups of individuals to whom

the protege would be able to turn in times of need.
Suggestions included:

"Develop a power/support base
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outside of the system

(advocacy groups,

associations,

"Develop relationships with

etc.);"

professional

colleagues in other agencies or departments.

They are

invaluable when you need to move through the
bureaucracy;

"Cultivate contacts within the

organization and develop trusting relationships with
them;"

"Make sure you have some sort of support group

OUTSIDE of work so that you have someone to complain to
who won't tell others in your office that they're getting
to you;"

and "Develop networks of people and resources

that provide you with the information you need."
Twenty-eight of the research participants would
advise their protege to develop a positive reputation and
to become known for honesty and integrity.
of one research participant:

"Be fair,

In the words

honest,

and treat

all your colleagues with respect."

Another stated:

"Develop your professional values.

Get to be known for

your ethical practices."
is necessary to
reputation;

Yet another pointed out that it

"Keep on top of your professional

once your reputation is in question,

it's

difficult to get others to trust you."
Twenty-six of the research participants indicated
that it

is important to come from a position of power,

being aggressive,

outgoing,

assertive,

and persistent.
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The types of advice offered by research participants with
regard to the importance of coming from a position of
power include:

"You have to develop your own style,

don't automatically discount traditionally

but

'male'

characteristics because you're afraid to come off as
masculine;"
many women

"Always come from a position of power.
(through actions as well as words)

apologize for being where they are.
to be interrupted,
conversation.

'bitch'

seem to

Don't allow yourself

don't allow others to dominate the

You have as much of a right to be a

manager as anyone else;"
aggressive.

Too

"Be assertive

...

be

If the guys start referring to you as a

take it as a compliment,

it means they're on

their toes and you're succeeding;" and "Assertiveness and
aggressiveness don't necessarily mean

'not feminine'."

Twenty-six of the research participants indicated
that it

is important to jump at opportunities and take on

more responsibilities.
commented:

One research participant

"Be prepared to jump at opportunities

opportunities are not based on luck."

.

.

.

Another advised

that her protege should always "Give new assignments a
try,

even it they're not in your job description.

You

never know what you'll learn or where it'll lead you.
Other types of advice on the same subject include:

IV
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Learn a lot of different skills,

take on more

responsibility whenever you have the chance," and "Show
your boss that you're versatile,
willing to go the extra mile,

flexible,

outgoing,

and

then be prepared to jump at

the opportunities your behavior creates."
Twenty-three of the research participants would
advise their protege to learn how to use resources
effectively.

In the words of one research participant:

"Women are so used to doing everything themselves that
they sometimes forget that they can delegate

.

.

.

that

they should delegate as much as they can so that they can
get on to bigger and better things."

Another research

participant advised:

"Know what resources are available

to you and use them.

If you don't take advantage of the

perks that are available to you,
disappear.

they'll mysteriously

Perks can include anything from secretarial

help to material resources,

so be aware!"

Eighteen of the research participants stressed the
importance of having a working knowledge of
organizational culture,

politics,

and dynamics.

Seven of

the research participants felt that the most important
factor was understanding organizational structure,
policy,

and procedure.
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Sixteen of the research participants would advise
their proteges to believe in themselves and to be their
own advocate.

In the words of one research participant:

"It's up to you to make sure your accomplishments are
noticed.

It's not how good you really are that matters,

it's how good others think you are— and how are they
going to know if you don't tell them?"

Others echoed

similar thoughts on being a self-advocate.
Other advice offered by the research participants
include treating others with respect,
standard of excellence,
common sense,
carefully,

maintaining a high

trusting your instincts,

being a risk-taker,

using

choosing battles

gravitating toward supportive work

environments,

knowing your strengths and weaknesses,

getting a mentor

and

(or mentors).

Some of the research participants advised that it is
important to "play the part" and appear organized,
and professional.

neat

Others suggested that the most

important piece of advice they could offer a female
protege is:

"Don't mix work and play!

people you work with!"

Don't date the

Still others indicated that the

most important piece of information that they could share
would be to "Be yourself,

don't act like one of the
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boys."

Several of the research participants indicated

that it

is important to not disclose one's weaknesses.

A number of pieces of conflicting advice surfaced
during the analysis phase of this portion of the study.
One research participant offered her three pieces of
advice which were:
YOURSELF SERIOUSLY,
another stated:
job."

"1)

TAKE YOURSELF SERIOUSLY,

AND 3)

2)

TAKE

TAKE YOURSELF SERIOUSLY, " and

"You should always be serious about your

Two other research participants counselled their

proteges with contrary advice,
job or yourself too seriously.

stating:

"Don't take your

Life is too short and

there are more important things," and "Keep your sense of
humor."
A second instance of conflicting advice regarded the
effect of gender on work recognition.
participant asserted that

One research

"Hard work and determination

will be recognized regardless of sex" while two others
cautioned their proteges to "Expect to have your work
overshadowed by the fact that you're female" and "Don't
take it personally when you realize that all the hard
work and determination in the world isn't always enough
to compensate for sexist attitudes in the workplace."
Two of the research participants indicated that they
would advise a female protege not to trust anyone.
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especially other women who are "at the top".

Others

advocated that their proteges should "Make others earn
your trust.

Don't automatically trust anyone."

Still

others advised that "You should trust others unless they
give you a reason not to."
Five of the research participants stressed that it
is important to try not to threaten others,

especially

men and those higher up in the organization.
never,"

indicated one research participant,

circumstance,"
public.

"Absolutely
"under any

should one threaten a male superior in

A second group held a different opinion about

the subject.

In the words of one research participant:

"Don't go out of your way to stir up conflict,
genuinely disagree with someone,
believe in."

stand up for what you

Another stated that she would advise her

protege to "Be willing to negotiate,
with the negative,
in public,

but if you

confront,

and deal

even if it means reproaching someone

and even if that someone is your boss."

One last example of conflicting advice has to do
with following rules and procedures.

Several research

participants indicated the importance of following the
rules.

As one stated:

the rules."

"Always,

always,

always play by

Another cautioned of the importance of

knowing and following procedures.

A second group of
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research participants disagreed.

One,

whose words are

representative of those research participants who
indicated that they oppose rules,
become a bureaucrat.

cautioned:

"Don't

Only follow the rules as long as

you absolutely have to in order to get in a position to
change them!"
In this section,

the ways in which the research

participants have gained familiarity with various aspects
of their workplace have been identified.
three areas of focus were addressed.
learning about the organization,
organization,
someone else.
benefits,

Specifically,

They involved

finding support in that

and being a mentor or giving support to
In the next section,

work options,

and training are explored.

Work Options,

The emphasis

Benefits,

and Training

in this section concerns the perception

of the research participants as to the attitude in their
workplace regarding flexible work options;
work options have been the most useful;
perspective of management,

which flexible

and from the

how convenient is it to work

with employees who are taking advantage of flexible work
options.

This section also includes an indication of how

frequently the research participants have taken advantage
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of work related training during the past year;

how often

their employer encourages them as well as compensates
them for taking advantage of work related training;

and

what has been their most valuable work related training.
Fifty-one percent

(161)

of the research participants

rated the attitude in their workplace toward flexible
work options as on the positive side of neutral
4.33).

Twenty-six percent

(82)

(Table

of the research

participants indicated that the attitude in their
workplace toward flexible work options is on the negative

Table 4.33
Attitude of Workplace
With Regard to Flexible Work Options
Statement:
Describe the attitude in your workplace with
regard to the use of flexible work options.

Descriptor_Number_Percent
Strongly Positive
Positive
Neutral
Negative

(1)

(2)
(3)
(4)

Strongly Negative

(5)

No Response
Total
Average = 2.75
Standard Deviation = 1.06
Variance = 1.13

23
10
95
33
55
14
42
6
20

7.3
3.2
30.2
10.5
17.5
4.4
13.3
1.9
6.3

17

5.4

315

100.0
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side of neutral.

Seventeen percent

(55)

responded that

the attitude in their workplace is neutral.
The variance noted in the overall response suggests
that workplace attitude toward flexible work options
varies from one workplace to the next and from one
individual to the next.

This is supported by the high

number of hand-written responses
question 26
options)

(23)

that accompanied

(workplace attitude toward flexible work

on the questionnaire.

Five of the research participants pointed out that
workplace attitude is dependent on the status of the
individual who is taking advantage of the flexible work
option.

In the words of one research participant:

"The

attitude toward flexible work options is neutral when the
one taking advantage of those options is at the staff
level,

but strongly negative when she is at the

management level."

Others echoed similar concerns.

Several of the research participants indicated that
although their organization would support flexible work
options if pressed,

knowledge of the availability of such

options was not commonly shared:

"It seems to be the

responsibility of the woman who wants the flexible work
options to convince the higher-ups that she should be
allowed to have options

....

Each woman has to start
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from scratch,

there's no building on the experiences of

the others who have gone before her."
In Table 4.34,

"flex-time" was work option mentioned

most often by the research participants as being

Table 4.34
Usefulness of Flexible Work Options
Question:
Which flexible work options have been
particularly useful to you or other career oriented
women you know?

Option

Number

Percent
Respondents*

Percent
Total**

Part-time

146

46.3

26.8

Flex-time

227

72.1

41.6

Flex-place (e.g.
at-home work)

69

21.9

12.7

Job sharing

59

18.7

10.8

Other

32

10.2

5.9

No Response

12

3.8

2.2

—

100.0

Total

545***

* Percentages in this column are of the number of
respondents (315) who indicated each answer.
** Percentages in this column are of the total
number of responses given (545).
*** Total number of responses is greater than numbe
of research participants (315) because of multiple
responses.
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particularly useful" to career oriented women.

The

second most frequently mentioned work option was "parttime",

followed by "flex-place" and lastly by "job

sharing".
The research participants were quick to point out in
their comments that no single flexible work option is
enough.

It is important to have options and to have the

flexibility to combine a variety of different options.
For example,

flex-time combined with some at-home work

would be an effective combination,

provided the

individual who was taking advantage of this combination
of flexible work options was willing and available to be
contacted at home about work related issues and was
willing to work closely with her employer,

co-workers,

and subordinates to insure that the use of flexible work
options would not interfere with the

job at hand.

Several of the research participants indicated that,
although they were familiar with a variety of flexible
work options,
personally.

they would never consider using one
The main reason cited was,

one research participant,

that

in the words of

"Flexible work options are

about the best way I know of to sidetrack a successful
career.

Once you get pigeon-holed in the

your chances of advancement disappear."

'mommy'

role,
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The response data concerning the level of
convenience associated with managing employees who are
taking advantage of flexible work options were variable
(Table 4.35).
practices as

Almost one guarter
"convenient",

(26%)

reported such

while one third

(33%)

them to be "inconvenient",

one fifth

reported the

practices were "neutral".

Many went on to comment that

(22%)

found

the actual level of convenience depends on the options

Table 4.35
Level of Convenience Associated with
Flexible Work Options
Question:
From a management perspective, how convenient
is it to work with employees who are taking
advantage of flexible work options and benefits?

Level of Convenience
Very Convenient
Convenient
Neutral

(1)

(2)

(3)

Inconvenient

(4)

Very Inconvenient

(5)

No Response
Total

Average = 2.94
Standard Deviation = 0.97
Variance = 0.94

Number

Percent

16
2
73
14
86
20
56
5
13

5.1
0.6
23.2
4.4
27.3
6.3
17.5
1.6
4.1

31

9.8

315

99.9
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as well as the flexibility of the manager and the
employee.

Ten percent

(31)

indicated no response at all.

Some of the research participants were quick to
include qualifiers along with their answers.
statements as:
convenient,

Such

"If the employer believes it will be

it will be;"

"It depends on the employee,

as

long as she doesn't abuse the privilege;" and "It's
convenient if she leaves a phone number and is flexible
about being contacted at home and will schedule meetings
or regular office hours and stick to them" express the
general sentiments of those research participants who
hand-wrote qualifiers along with their responses.
Several of the research participants indicated that
they have had no experience working with employees who
are taking advantage of flexible work options,

but that

they could speculate about the types of issues that might
arise.

One research participant who indicated that she

holds an upper-level management position
"Sure it's a hassle,
be done.

(M-8)

stated:

but that doesn't mean it shouldn't

That simply means we need more practice in

dealing with these things

.

Another upper level manager

.

.

[flexible work options]."

(also M-8)

stated:

"It's as
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convenient and cost effective as the alternative, which
is to hire and train a replacement."
The frequency with which different research
participants have taken advantage of training
opportunities during the past year varies considerably
(Table 4.36):

25 percent responded "often",

33 percent

Table 4.36
Frequency of Training
Question:
How often have you taken advantage of any
training opportunities during the past year?
Frequency
Always
Often

(1)
(2)

Sometimes
Rarely
Never

Number

(3)

(4)
(5)

No Response
Total

Percent

10
2
73
9
94
10
54
12
41

3.2
0.6
23.2
2.9
29.8
3.2
17.1
3.8
13.0

10

3.2

315

100.0

Average = 3.19
Standard Deviation = 1.08
Variance = 1.16
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responded "sometimes",
rarely",

21 percent indicated an answer of

and "never" was the answer given by 15 percent

of the research participants.

Only three percent

(10)

of

the research participants indicated that they "always"
took advantage of training opportunities.
Forty-two

(13%)

of the research participants noted

that the main reason they have not been involved in more
training is because there is no funding,

and that the

current fiscal condition of the state has resulted in the
elimination of non-mandated training from the budget.
Several of the research participants emphasized the
importance of continuing one's education and training,
even if it becomes necessary to foot the bill oneself.
Twenty percent of the research participants
indicated that their employer encouraged them to take
advantage of work related training "often" during the
past year,

while six percent indicated that such

encouragement took place "always"

(Table 4.37).

Using a

five point scale on which a score of one indicated an
answer of "always"

and a score of five indicated an

answer of

the research participants rated the

"never",

frequency with which their employer has encouraged
participation in training opportunities during the past
year.

An average of the responses

overall,

(3.30)

indicates that,

the research participants felt that their
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employer encourages work related training somewhere
between "rarely" and "sometimes".
Two of the managers surveyed indicated that,
although training was generally available,
advertized.

That is,

it was not

unless an employee were to take the

initiative and inform her employer of a particular
training opportunity,

it's benefit to the organization,

and the importance of her taking part in such an
opportunity,

no encouragement

(or even acknowledgement of

Table 4.37
Employer Encouragement to Pursue Training Opportunities
Question:
How often has your employer encouraged you to
take advantage of work related training during the
past year?

Number

Frequency
Always
Often

(1)
(2)

Sometimes
Rarely
Never

(3)

(4)
(5)

No Response
Total

Percent

20
2
57
8
78
9
63
12
55

6.3
0.6
18.1
2.5
24.8
2.9
20.0
3.8
17.5

11

3.5

315

100.0

Average = 3.30
Standard Deviation = 1.19
Variance = 1.41
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the opportunity's existence)
employer.

would be offered by the

In the words of one research participant:

don't know if I'd call it

'encouragement'

'tolerance under pressure'."

as much as

Another research

participant echoed the same feeling:
come to me and said:

"I

"The boss has never

'Here's a great training opportunity

I want you to take advantage of.'

If I don't bring up

the issue of my work related training,

it never gets

mentioned."
Several of the research participants qualified their
remarks by separating mandated training into a separate
category.
mandated,

"You never hear about training unless it's
then it's definitely encouraged."

The research participants showed little agreement
about the frequency with which their employers offer
compensation such as release time or tuition for work
related training

(Table 4.38).

Using a five point scale

on which a score of one indicated an answer of "always"
and a score of five indicated an answer of "never",

the

research participants rated the frequency with which
training compensation is offered as a 2.88

(between

"sometimes" and "often").
Several of the research participants indicated that
only one form of compensation was offered.

For example,
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release time might be available whereas tuition might
not.

Table 4.38
Training Compensation
Question:
How often does your employer offer
compensation (such as release time or tuition)
work related training?

Frequency
Always
Often

(1)

Never

14.3
2.9
21.9
1.9
21.6
2.9
12.1
2.5
13.3

21

6.7

315

100.0

(3)

(4)
(5)

No Response
Total

Percent

45
9
69
6
68
9
38
8
42

(2)

Sometimes
Rarely

Number

for

Average =
2.88
Standard Deviation = 1.30
Variance = 1.69

Others mentioned tuition remission for advanced
degree programs and a set fee for conferences or training
which would partially offset,

but not cover,

the cost of

attendance.
Still others indicated that compensation varies
depending on the training opportunity.

Many pointed out
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that compensation has decreased drastically under the
current fiscal constraints that are being experienced by
the state.
In Table 4.39 the research participants provided 174
examples of training that has been particularly valuable.

Table 4.39
Valuable Training
Statement:
Briefly describe the training that has been
most valuable to you.

Type of Training_Number_Percent
General "people"
management training

28

8.9

Tier I, II, or III
training programs

28

8.9

Training that is
specific to div.
or dept.

18

5.7

Computer training

17

5.4

Formal degree programs

16

5.1

Training with
networking opportunities

14

4.4

Personal development
training

13

4.1

Technical skills

12

3.8

Other

28

8.9

No Response

141

44.8

Total

315

100.0
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Those examples fell into nine categories,
include a minimum of 10 responses.

each of which

It is important to

note that there is some overlapping of categories.
example,

For

"computer training" is listed separately from

technical skills training" even though computer literacy
could be listed as a type of technical skill.

This is

because 18 of the research participants specifically
indicated that

learning about computers was the most

valuable training they had experienced.

To include

computer training under "technical skills" would be to
diminish the specific importance of learning about
computers.

Similarly,

training with networking

opportunities has been listed separately from other kinds
of training because the research participants'

emphasis

appears to be on the networking aspect of the training
rather than on whatever specific skills are being taught.
The two most frequently mentioned types of training
were

"general people-oriented management skills" and

"Tier I,

II,

or III training programs".

"People

management" training was mentioned 28 times.

The types

of "people management" training discussed by the research
participants include group dynamics,
arbitration,

problem solving,

development,

facilitation skills,

conflict management,

supervisory skills
management of change,
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leadership training,

and multi-cultural or workforce

diversity training.
The Tier I,

II,

and III training programs,

which

also were mentioned by the research participants 28
times,

are general management programs which include

people management" skills training as well as some
technical skills development.
that the Maurice A.
Services

It is interesting to note

Donahue Institute for Governmental

(the Donahue Institute),

the agency through

which the research instrument for this study was
distributed,

is also one of the agencies that provides

Tier II and III training programs for state employees.
It is possible

(and probable)

that the positive response

to Tier training programs and to the Donahue Institute
have contributed to the high return rate experienced in
this study.
The Donahue Institute is also responsible for an
annual symposium for women managers in Massachusetts
state government,

a one-day conference that focuses on

the special issues that face women managers in
Massachusetts.
times)

That symposium was also mentioned

(five

by research participants as their most valuable

training experience.

Once again,

the Donahue Institute's

involvement with the training of women managers in
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Massachusetts State Government and the subsequent
familiarity of female state managers with the Donahue
Institute may have had an effect on the return rate
experienced in this study.

It is also possible that some

of the research participants mentioned the Tier training
programs and the Symposiums for Women in State Government
as their most valuable training opportunity because of
the association of those programs with the Donahue
Institute.
Other types of training that were mentioned by the
research participants include training that is specific
to the department or division

(e.g.

designed to inform

participants about various procedures,

methods of

completing agency-specific job requirements more
effectively,

and current trends in specific job area);

computer training;

formal degree programs;

networking opportunities;
(e.g.

stress management,

writing,

law,

personal development training
time management,

motivation and public speaking);

skills training

(e.g.

training with

accounting,

delegation,
and technical

financial analysis,

tax

and personal law).
In this section,

perceptions of the research

participants concerning the attitude in their workplace
toward flexible work options and benefits were presented.
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This section also included an indication of how work
related training was addressed within that workplace.
the next section,

In

departmental policy content and policy

enforcement will be introduced.

Policy Content and Enforcement

The area of focus for this section involves how
employees learn about anti-harassment policy in the
research participants'

place of employment;

the level of

the adherence to or ignoring of anti-discrimination
policy;

the motivation behind the support of anti-

discrimination policy;

and how they would rate their

department in terms of fair-hiring,

anti-discrimination

policies and enforcement of these policies.
The research participants indicated that employees
learn about the anti-harassment policy in their place of
employment in a variety of different ways
Thirty-six percent

(112)

of the research participants

indicated that the policy is posted.
(98)

(Table 4.40).

Thirty-one percent

of the research participants indicated that

employees receive a written copy of the policy when they
are hired.

Twenty-six percent

(83)

of the research

participants indicated that a copy of the policy is
«

mailed to all employees periodically.

Only two percent
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(6)

of the research participants indicated that their

department's policy is discussed frequently.

Table 4.40
Learning About Anti-Harassment Policy
Question:
How do employees learn about the anti¬
harassment policy at your place of employment?

Method of Learning

Number

Policy is posted

Percent
Respondents*

Percent
Total**

112

35.6

21.5

Employees receive
written statement of
policy when hired

98

31.1

18.8

Employees receive
verbal statement of
policy when hired

41

13.0

7.9

83

26.3

15.9

35

11.1

6.7

6

1.9

1.2

60

19.0

11.5

64

20.3

12.3

Written statement or
summary of statement
sent to all employees
periodically
Review of policy
conducted verbally
with all employees
from time to time
Department's policy
is discussed frequently
Department's policy
only brought up when
someone has been
accused of harassment
Other

Continued on next page.

195
Table 4.40,

Method of Learninq

Continued

Number

No Response

Percent
Respondents*

22

Total

Percent
Total**

7.0

4.2

521***

100.0

* Percentages in this column are of the number of
respondents (315) who indicated each answer.
** Percentages in this column are of the total
number of responses given (521).
*** Total number of responses is greater than number
of research participants (315) because of multiple
responses.

Twenty percent

(64)

of the research participants

marked "other" as their answer and wrote in responses.
The written-in responses fall into three major
categories:

"I don't know,"

"The policy is available upon

request,"

and "Training is implemented."

category,

"I don't know," was indicated by 28 of the

research participants
"other") .

The first

(44% of those who answered

Such respondents indicated that they did not

know what their department's policy was or how
information about the policy was disseminated.

Several

of the research participants were not sure if their
department's policy even existed in written form.
Comments such as:

"The policy

(if there is one)

has never
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been discussed during my ten years with this department,"
"No one

I've asked remembers being told about any

policy," and "I'm not sure it's ever been discussed" are
characteristic of the types of write-in responses that
fall into the first category.
Nine of the research participants
responded "other")

indicated that policy books are

available upon request.
participants

(14% of those who

Twelve of the research

(19% of those who responded "other")

indicated that training is done to disseminate anti¬
harassment information.

Most of the training that was

mentioned takes the form of one-time programs.
example,

For

one research participant mentioned a two-hour

training program for new employees.

Another mentioned

one-time training for new supervisors and managers.

Only

two of the research participants mentioned on-going
training programs to combat harassment and to foster
workforce diversity.

One of the on-going programs

mentioned was described as being "required by the funding
agency" while the other is a new program,

designed and

implemented by the research participant who mentioned it.
Seventy-six percent

(260)

of the research

participants indicated that most of the people employed
in their department adhere to anti-discriminatory
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policies

(Table 4.41).

participants
of

(9%)

Interestingly,

32 of the research

did not answer using the forced choice

adhere to" or "ignore" that was provided.

Instead,

those research participants responded by writing in the
word
(32)

neglect

as their answer.

That is,

nine percent

of the research participants feel that most people

in their department

"neglect" departmental anti-

discrimination policy.
Several of the research participants stressed that
the policy is adhered to publicly and ignored privately,
leading to covert harassment.

Others indicated that

Table 4.41
Adherence to Anti-Discriminatory Policies
Question:
In your department, would you say that most
people adhere to or ignore anti-discriminatory policies?

Descriptor

Number

Percent
Respondents*

Percent
Total**

260

82.5

76.0

Ignore

17

5.4

5.0

Neglect

31

9.8

9.1

Attempt

2

0.6

0.6

32

10.2

9.3

—

100.0

Adhere to

No Response
Total

342***

Continued on next page.
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Table 4.41,

Continued

* Percentages in this column are of the number of
respondents (315) who indicated each answer.
** Percentages in this column are of the total
number of responses given (342).
*** Total number of responses is greater than number
of research participants (315) because of multiple
responses.

anti-discrimination policy is adhered to where women are
concerned but ignored as applied to minority group
members.
One hundred fifty-seven of the research participants
(50%)

indicated that the majority of the individuals in

their department adhere to anti-discrimination policy
because they genuinely believe in equality
While 50% is not a majority,

(Table 4.42).

it is interesting to note

that the next most frequently cited responses,

which are

"abiding by policy out of a sense of duty" and "abiding
by policy out of fear of the consequences",
26%

(83)

and 25%

(79)

of the research participants'

responses respectively.
same question,
that

51 percent

netted only

Due to multiple responses to the

it cannot be concluded from these data
(162)

of the research participants feel

that the majority of the individuals in their department
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Table 4.42
Motivation to Support Anti-Discriminatory Policy
Question:
Of those individuals in your department who
abide by anti-discriminatory policies, would you say
that the majority are supportive because they:

Percent
Percent
Descriptor_Number_Respondents*
Total**
Genuinely believe
in equality

157

49.8

42.1

Believe they have
a duty to do so

83

26.3

22.2

Fear the consequences

79

25.1

21.2

Not sure

36

11.4

9.7

No Response

18

5.7

4.8

Total

373* ** ***

—

100.0

* Percentages in this column are of the number of
respondents (315) who indicated each answer.
** Percentages in this column are of the total
number of responses given (373).
*** Total number of responses is greater than number
of research participants (315) because of multiple
responses.

abide by anti-discrimination policies for reasons other
than personal conviction.
In general,

the research participants indicated a

favorable departmental rating with regard to the content
i

and enforcement of both fair hiring policy and anti
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discrimination policy
percent

(229)

(Table 4.43).

Seventy-three

of the research participants indicated that

their department's fair hiring policy and antidiscrimination policy are above average.
percent

(210)

Sixty-seven

of the research participants indicated that

their department's enforcement of its fair hiring policy
is above average.

Sixty-five percent

(205)

indicated

that the enforcement of their department's antidiscrimination policy is above average.
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Table 4.43
Departmental Ratinq
Question:
How would you rate your department in the
following areas?

Descriptor

Number

Percent

Fair hiring policy
Excellent
Good
Average
Fair
Poor
No Response
Total

Descriptor

87
20
107
15
44
6
12
1
1

27.6
6.3
34.0
4.8
14.0
1.9
3.8
0.3
0.3

22

7.0

315

100.0

Percent

Number

Anti-discrimination policy
Excellent
Good
Average
Fair
Poor
No Response
Total

84
18
113
14
38
5
15
1
2

26.7
5.7
35.9
4.4
12.1
1.5
4.8
0.3
0.6

25

7.9

315

99.9

Continued,

next page
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Table 4.43,

Descriptor

Continued

Number

Percent

Enforcement of fair hiring policy

Excellent
Good
Average
Fair
Poor
No Response
Total

Descriptor

63
16
114
17
47
4
24
4
6

20.0
5.1
36.2
5.4
14.9
1.3
7.6
1.3
1.9

20

6.3

315

100.0

Number

Percent

Enforcement of anti -discrimination policy

Excellent
Good
Average
Fair
Poor

'JO

Total

22.2
5.4
31.7
5.7
14.3
2.2
7.0
0.6
2.2

27

•
00

No Response

70
17
100
18
45
7
22
2
7

315

99.9
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In this section,

data regarding departmental

affirmative action and anti-harassment policy were
incorporated.

Data concerning the enforcement of that

policy were included as well.

This completes the

presentation of data that were collected through the use
of the research instrument.
The next segment will introduce the results of the
cross-tabulations of various questions on the research
instrument.
what,

This inquiry was undertaken to determine

if any,

correlations may be drawn from the data.

Cross-Tabulating Data

In this segment,

the data from various questions on

the research instrument that were cross-tabulated are
discussed.

They were cross-tabulated to determine

whether there is any correlation between individuals who
responded similarly on similar types of questions.

The

process was facilitated by the use of the R-Base 5000
computer software package.

This software package is a

relational data base that expedites the determination of
totals,

averages,

standard deviations,

and variances

utilized in the analysis of data.
The process of cross-tabulation involves the
comparison of research participant responses to one
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question to their responses to another related question.
Using a hypothetical example;
to answer "A",

"B",

and "B"

if three respondents were

(respectively)

question on a research instrument,
respondents were to answer "B",
(respectively)

to one

and if those same

"C",

to a second question,

and "C"
the cross-tabulation

would look like the following:
Question # 2
ABC
A
Question #1

1

B

2

C
Note that two-thirds

(2)

of the respondents

overlapped on their responses to the two questions that
are being cross-tabulated.

While a sample of three is

too small for this hypothetical example of cross¬
tabulation to have any significance,
cross-tabulation on a larger sample
represented in this study)

the utilization of
(such as that

is recognized as an effective

method for exploring correlations between research
participant responses to multiple questions
& Mink,

1975;

Downie & Heath,

1983).

(Brown,

Amos
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For clarity,

all questions referred to in this

segment are found in Appendix B,
uses the letter "Q"
To begin,

and question referencing

in place of the word "Question".

an attempt was made to determine if there

is any correlation between those research participants
who indicated that their workplace is "empowering"
B)

(Q 15,

and those research participants who indicated that

their supervisors

"encouraged training"

"offered compensation for training"

(Q 30)

(Q 31).

or

The

hypothesis on which this comparison was made was that a
workplace that is considered to be empowering might tend
to be more receptive to employee growth through training
as well.

No trends were evident in the cross-tabulated

data that would support the hypothesis.
A second cross-tabulation was conducted to determine
whether there is any correlation between research
participant managerial level
school-aged dependents

(Q 11,

(Q 4)
B).

and existence of
The hypothesis on

which this comparison was made was that women who have
school-aged dependents might have childcare
responsibilities that detract from the time and energy
necessary to advance up the managerial ladder.

It is

also possible that women with school-aged dependent
children are not considered serious managerial material
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because of their commitment to family.

No trends were

evident in the cross-tabulated data to support either
hypothesis.
A cross-tabulation was conducted to determine if
there is any correlation between those research
participants who learned about their organization's
culture from their supervisor

(Q 14,

C)

and the

perception of those same research participants about the
level of supportiveness exhibited by their supervisor
16 A) .

(Q

The hypothesis on which this cross-tabulation is

based is that those research participants who found their
supervisors most helpful were the same ones who actively
turned to their supervisors for help in the first place.
The hypothesis is not supported by the cross-tabulated
data.
A cross-tabulation was conducted to determine if
there is any correlation between those research
participants who perceive that their workplace is
"empowering"

(Q 15,

B)

or "cooperative"

(Q 15,

C)

and the

perceptions of those same research participants about
departmental enforcement of fair hiring and antidiscrimination policy

(Q 36,

3 and Q 36,

4 respectively).

The hypothesis on which this cross-tab is based is that
an "empowering" or "cooperative" workplace would be
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supportive of each individual's rights,

and consequently

would engage in anti-discriminatory behaviors such as
enforcing fair hiring and anti-discrimination policy.
There appears to be no correlation between a supportive
or empowering workplace environment and a commitment to
eliminate discrimination.
It is interesting to note that none of the cross¬
tabulations that were conducted produced any indication
of a correlation between the factors that were being
compared.

This suggests that variables other than the

two factors being cross-tabulated were present.
Additional research needs to be done to determine the
nature of those variables.
In this segment,

possible relationships between

research participants'

responses to combinations of

questions were explored.

Next,

a summary of the data

will be presented.

Summary

In this section,
the demographic data,
and job,

a summary is presented encompassing
characteristics of the workplace

familiarity with the workplace,

flexible work options,

attitudes about

levels of departmental policy
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content and policy enforcement,

and the results of the

cross-tabulations.
To begin,

the respondents,

about half of whom are

married or living with a significant other, tend to be
(78%)

between the ages of 30 and 49.

Less than one half

of the research participants have dependents.

About half

of the dependents mentioned are age ten or younger.
Educationally, most

(84%)

of the research

participants have completed some level of post-secondary
education.

A majority

(87%)

of the research participants

are employed on a full-time basis, most

(70%)

earned

between $25,000 and $44,999 in gross yearly income in
1989.
The research participants are all employed in the
Executive Branch of Massachusetts State Government.
(79%)

are from Administration and Finance,

Affairs,

and Human Services.

Most

Economic

A majority of the research

participants are in middle-level management positions.
Most of the research participants learned about
their organization's unwritten and unspoken rules,
acceptable modes of interaction,
trial and error

(71%)

and culture through

and from peers

(61%).

From

approximately a third to under half of the research
participants rated work related support networks as being
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useful "sometimes",

and equal numbers rated these

networks as being useful "often"

in helping the research

participants to learn the ropes in their organization,
gain access to people and resources,
and encouragement.

to

and to get advice

The research participants indicated

that their work related support networks were more
helpful in gaining access to resources than in any of the
other areas that were mentioned.
About three-fifths of the research participants
indicated that their work related support network is made
up of both men and women,

while slightly more than a

quarter have support networks that are primarily female.
Between nearly a third and a half of the research
participants rated their places of employment as
"flexible",

"empowering",

"competitive"

sometimes,

"cooperative",

and equal numbers rated their

place of employment as "flexible",
"cooperative",
Most

and

"empowering",

and "competitive" often.

(84%)

of the research participants indicated

that they have encountered some particularly supportive
people who have helped with their overall career
development.

Most

(approximately 66%)

of the research

participants indicated that they have had from one to two
mentors,

role models,

or sponsors,

and that their pool of
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mentors,
women.

role models,
Most

(68%)

or sponsors included both men and

of the mentors,

role models,

or

sponsors mentioned were drawn from a workplace,

and more

than two-thirds of them were drawn from the research
participant's own workplace.

A majority

research participants felt that a mentor,
role model was

(or would have been)

(67%)

of the

sponsor,

or

helpful during the

first year they were employed in a new position.

Nearly

three-fifths of the research participants felt that it
was

(or would have been)

sponsor,

helpful to have a mentor,

or role model during a time of unrest.

Most

(71%)

as a mentor,

of the research participants have served

sponsor,

those that responded,

or role model for someone else.

Of

approximately half of the proteges

for whom a specific gender was mentioned were female,
while only a few
responded,

most

(4%)
(79%)

were male.

Of those that

of the research participants

indicated that they have had from one to three female
proteges and less than half have had from one to three
male proteges.

The research participants'

female proteges focuses on career-oriented,
oriented,

advice to new
people-

and job-oriented issues.

Over half of the research participants rated the
attitude in their workplace toward flexible work options
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as being more "positive" than "neutral".

Flex-time was

the work option that was most frequently cited by the
research participants

(42%)

to career-oriented women".

as being "particularly useful
Approximately equal numbers

of research participants indicated that it is
"convenient"

(26%),

were "neutral"

(33%)

"inconvenient"

(22%),

or that they

about whether it is convenient for

managers to work with employees who are taking advantage
of flexible work options,

and that the actual level of

convenience depends on the option as well as the
flexibility of the manager and the employee.
The research participants took part in training to
varying degrees during the past year.
responses

(3.30)

An average of the

suggests that research participants

reported that they were from rarely to sometimes
encouraged to take advantage of work related training
opportunities during the past year.

A variety of

training was described by research participants as being
valuable.
The research participants learned about their
departmental anti—harassment policy in a variety of
different ways.

About ten percent of the research

participants have no knowledge of such a policy or have
no idea how their department informs employees of such a
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policy.

Most

(76%)

of the research participants felt

that the majority of the people in their department
adhere to anti-discriminatory policy,

and that about half

do so because they genuinely believe in equality.
Overall,

the research participants indicated a favorable

departmental rating in fair hiring and antidiscrimination policy and policy enforcement.
And lastly,

the data were combined in order to

determine whether there is any correlation between
individuals who responded similarly on similar types of
questions.

Cross-tabulation of the data indicate that no

such correlation exists in any of the areas explored.
This suggests that variables other than the two factors
being cross-tabulated were present and additional
research needs to be done to determine the nature of
those variables.

CHAPTER

CONCLUSIONS,

V

INTERESTING HIGHLIGHTS,

AND RECOMMENDATIONS

Introduction

In this chapter the focus of the study,
of the study,

the research data,

the design

and a comparison of the

literature review with the response data are each
summarized and presented separately.

After these

summaries is an account of several interesting highlights
that surfaced during the analysis phase of the study.
Conclusions and recommendations for future study are
presented at the end of the chapter.

Focus of the Study

The purpose of this study was to explore some of the
ways in which the formal and informal systems that are
presently in place in Massachusetts State Government help
or hinder the advancement of women into upper-level
managerial positions.
inquiry were addressed:

In particular,
(1)

three areas of

how female managers gain

familiarity with various aspects of the workplace such as
organizational culture and access to resources,
types of flexible work options,
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benefits,

(2)

what

and training
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are particularly important or useful to career oriented
female managers,

and

(3)

what steps do organizations take

(or should organizations take)

to insure the existence of

and appreciation for workforce diversity and equitable
treatment of all employees.

Design of the Study

The population on which this study focused was
composed of all the female managers employed in the
Executive Branch of Massachusetts State Government.

A

representative sample of 500 managers was randomly
selected from the total population.

A copy of the

research instrument was mailed to each of these 500
research participants.
individuals)

A return rate of 68 percent

was achieved.

(315

No follow-up letter or second

mailing was necessary.
The research instrument,

which was designed to

elicit both quantitative and qualitative responses,
utilized a variety of question types in order to maintain
participant interest and to encourage participation in
the study.

The content of the research instrument was

based on the three areas of inquiry that were addressed
in this study:

(1)

how female managers gain familiarity

with various aspects

of the workplace,

(2)

what types of
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flexible work options,

benefits,

and training are

particularly important or useful to career oriented
female managers,

and

(3)

what steps do organizations take

(or should organizations take)

to insure the existence of

and appreciation for workforce diversity and equitable
treatment of all employees.

Comparison of the Literature Review and Data

Demographic Data

Department of Personnel Administration data
1987)

indicate that most

(69%)

(DPA,

Executive Branch managers

are between the ages of 30 and 49.

The majority

(78%)

of

the research participants in this study fall into that
same age range.
Most

(74%)

of the managers surveyed by the

Department of Personnel Administration
indicated that they are married.
I

indicate that more than half

(59%)

(DPA,

1987)

The research data
of the research

participants in this study are married or living with a
significant other.
Approximately three-quarters

(75%)

of the managers

surveyed by the Department of Personnel Administration
(DPA,

1987)

indicated that they have children.
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Approximately two-thirds
have three or

fewer.

research participants
have dependents,
have two or

have

Less than half
in this

and that

least

they have

of the

is

stating that they

(80%)

The most

(DPA,

of the managers surveyed
secondary

frequently cited level of
a Masters Degree.

research participants

achieved some

education.

(86%)

one degree at the post

the most

academic achievement
(84%)

of the

of Personnel Administration data

achieved at

most

(40%)

study indicated that they

the majority

indicate that most

level,

of them stated that they

fewer.

Department
1987)

(62%)

Similarly,

indicated that

level of post-secondary

frequently cited level of academic

achievement mentioned by the

research participants was

also a Master's Degree.
Almost
Department

all

work

of the managers

surveyed by the

of Personnel Administration

employed on a
(87%)

(98%)

of the

full-time basis.

(DPA,

More than

research participants

1987)

are

four-fifths

indicated that they

full-time.
The most

recent

Administration
fifths

(86%)

of

(1990,

statistics
all

May)

Department

of Personnel

indicate that more than four-

Executive Branch managers are

employed at management

levels

from M-2 through M-7,

and
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that women tend to be more highly represented at the
lower and middle-management
tend to be
levels

less

represented at

(approximately 30%

through M-12

levels.

Conversely,

the higher management

representation

categories).

in this

middle

(M-3 through M-7).

indicated lower representation
M-12

study

1989 was
the
to

(76%)

study stated that

(12%)

They,

at

of the
they are
too,

the M-8 through

levels.
The majority

this

in the M-8

Three-quarters

research participants
level managers

women

(70%)

of the

indicated that

in the

$25,000

-

their gross yearly income
$49,999 range.

standardized pay scale,
$77,546.57,

represent
In

the

the women

which ranges

in this

the

of both groups

fall

are employed at basically the
and have

According to
from $25,522.60

research participants

completed similar

in this

in several areas.

into the

same

same management

levels

study

surveyed by the

of Personnel Administration

The members

for

survey strongly

similar to the managers

Department

in

lowest end of the pay scale.

summary,

are quite

research participants

of

age-range,
levels,

academic

achievement.
At

the

differences .

same time,

the

The managers

two study groups

have

several

surveyed by the Department

of
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Personnel Administration are more
have more children,
part-time.

It

and work

full-time as opposed to

is possible that

accounted for by the

fact

likely to be married,

these differences may be

that the Department of

Personnel Administration survey includes both men and
women whereas

the

survey conducted in this

study involved

only women.

Workplace Familiarity

The
its

own

literature

suggests that each organization has

culture that

is based on tradition,

employee's

ability to

culture

often used as an

is

level of

commitment

Missirian,

to that

indication of his or her
organization

according to the

through observation,
support

participant
the

intricacies of that

(Ranter,

1977;

1982) .

Cultures,

or peer

learn the

and that an

group

responses

literature,

trial and error,
(Romer,

1981).

support

the

research participants

Research

literature.

indicated that

modes

of

supervisors,

Most

of

they learned

their organization's unspoken rules,

and from peers.

learned

and from a mentor

about

interaction,

are

acceptable

and culture through trial and error

In addition,

co-workers,

most

indicated that their

and subordinates were all
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supportive in helping them to learn about their
organization's culture during the first year in their
present position.
The review of the literature indicated that
mentoring is one method by which organizational culture
is perpetuated.

Mentoring is also an effective method of

facilitating the career development of the protege,

and

it is especially helpful for women who are frequently
excluded from other channels of career advancement
1985;

Josefowitz,
Most

(84%)

1980;

Kanter,

(Kram,

1977).

of the research participants indicated

that they have encountered individuals who have been
particularly supportive and influential in the
development of their careers.

Most

(71%)

of the research

participants indicated that they have served as a mentor,
sponsor,

or role model for someone else.

The literature and research participant responses
were similar with regard to advice to female proteges.
The 11 pieces of advice that were culled from the
literature were all present on the list of advice that
was drawn from research participant responses.
A number of authors stress the importance of
networks for the career development of women
1980;

Haring-Hidore,

1987;

Josefowitz,

1980).

(Welch,
Welch
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(1980)

stresses the

source of
15) .

importance of networks

"information,

In one

viewed as

instance,

a possible

advice,

substitute

research participants

(p.

for a traditional

(Haring-Hidore,
indicated that

their work related support
learning the

gaining access

support"

the concept of networking is

mentoring relationship

including

and moral

for women as a

networks

ropes,

to resources,

1987).

The

they relied upon
in a variety of areas

gaining access to people,
getting encouragement,

and

getting advice.

Work Options,

The

Benefits,

literature

Massachusetts

has

to participate

current

indicates that

a policy of encouraging

aside one percent

for employee training,
fiscal crisis,

productivity

the Commonwealth of

in work related training.

encouraged to set
budget

and Training

(BHRD,

Resource Development

its employees
Departments

are

of their annual

especially during the

in order to maximize employee

1989-1990).
offers

The Bureau of Human

centralized training

opportunities which are available to all employees of the
Commonwealth.
available

for

In addition,

tuition remission

state employees.

is
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The

research participants

indicated that they have

participated in training to varying degrees during the
past

year.

Thirteen percent

of the

research participants

indicated that the main reason they have not been
involved in more training is because there
and that

the current

is no funding,

fiscal condition of the

state has

resulted in the elimination of non-mandated training from
the budget.

Twenty percent

participants

indicted that

encouraged them to take
training
(20)

"often"

(65)

of the research

their employer actually

advantage of work related

during the past year.

responded that

them to participate

their employer

Only six percent

"always"

encouraged

in work related training.

The types of training mentioned in the literature
include supervisory

(people)

skills development,

computer training,

training,
programs.

skills development,

Tier training programs,

personal

job specific

and formal degree

The research participants indicated that,

while most of valuable training they have received falls
into these same areas,

training that offer an opportunity

for networking is especially valuable.

It is important

to note that the types of training that were mentioned by
the Bureau of Human Resource Development is often the
only training available to employees of the Commonwealth.
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Therefore,

the

"most valuable

training"

research participants has been

indicated by the

limited by the types of

training offered by the Bureau.
The

literature

Massachusetts has

indicates that

a commitment to the utilization of

flexible work options
time,

job sharing,

such as

flex-time,

and flex-place.

guaranteed by state
in the

law

V-Time,

Flex-time

part-

is

(within the constraints

indicated

1974 Annotated Laws of Massachusetts

[Commonwealth,
The

1984]).

literature

indicated that

have both advantages
employees

retention.
turn-over,
training,

flexible work options

and disadvantages.

flexibility

increases morale,

Offering

in dealing with non-work issues

work performance,

loyalty,

and

Work options decrease absenteeism,
and employee replacement
and down-time).

work options

costs

On the negative

necessitate policy changes

existing organizational norms.
be perceived as
others

the Commonwealth of

an

job

employee

(recruitment,
side,

flexible

and challenge

Flexible work options may

inconvenience or as

favoritism by

in the organization.

Despite the Commonwealth's commitment to flexible
work options,
participants

only half

(51%)

of the

rated the attitude

research

in their workplace toward
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flexible work options on the positive side of neutral.
Flex-time was the most
cited by the
useful"

frequently mentioned work option

research participants as being

to career oriented women,

indicated that
sufficient

no single

to meet

"particularly

although many of them

flexible work option

is

the needs of every individual or every

situation.
Approximately equal numbers of research participants
indicated that

it

(22%),

they are

is

or that

convenient

is

commented that

the

"neutral"

(33%)

"inconvenient"
about whether it

flexible work options.

the actual

of option,

the

Many

level of convenience depends on

flexibility of the manager,

and

flexibility of the employee.

Policy Content

Employees

and Enforcement

of the Commonwealth are protected from

harassment by a number of
(Commonwealth,
components
of

(26%),

for mangers to work with employees who are

taking advantage of

the type

"convenient"

of

1987,

and federal

reported in GOWI,

anti-harassment

sexual harassment

1985),

as

state

1988).

Two key

law are that the existence

is determined by the target

and an employer may be held liable

supervisor employees"

laws

who harass

for

(Cooper,

"agents and

"regardless of whether
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the specific acts complained of were authorized or even
forbidden by the employer and regardless of whether the
employer knew or should have known of their occurrence"
(Congress,

96th.,

1980,

p.

74377).

Therefore,

it is in

the best interest of the Commonwealth to insure that
everything possible is done to eliminate harassment.
Affirmative action hiring and promotion is also
addressed in both state and federal laws.

The

Commonwealth of Massachusetts protects its employees
through the use of numerous Executive Orders that address
the specific concerns of women
disabled individuals,

(and minorities,

and

and Vietnam-Era veterans).

Although the majority of the research participants
indicated that their department's anti-discrimination
policy is readily available,

twenty percent

(64)

of the

research participants indicated that they did not know
what their department's policy was,

that information

about the policy was only available upon request,

or that

managers only learn about the policy during a one-timeonly training session for new managers.
Most of the research participants

(76%)

indicated

that most of the people employed in their department
adhere to anti-discriminatory policy.

Nine percent

of the research participants indicated that the word

(32)
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"neglect" best describes the attitude of employees in
their workplace toward anti-discriminatory policy.

Conclusions

Women who are managers in the Executive Branch of
Massachusetts State Government indicated that,
decreasing order of degree,

their workplace climate is

described sometimes or often as co-operative,
competitive,

in

flexible,

and empowering.

They indicated that learning about their
organization's unspoken culture was accomplished mostly
through trial and error.

They also learned about

organizational culture from their peers.
Women managers in the Executive Branch of
Massachusetts State Government find that,
individuals in their department,

among the

co-workers were the most

supportive in helping them to learn about their
organization's unspoken culture.
considered,

Such individuals were

by approximately two-fifths of the research

participants,

to be helpful

"often".

During the first year in their present position,
women managers in the Executive Branch of Massachusetts
State Government turned to a variety of individuals for
support.

In decreasing order of frequency,

the following
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individuals were turned to for support sometimes or
often:

co-workers,

supervisors,

non-work friends,

and

spouses or significant others.
In decreasing order of importance,

women managers in

the Executive Branch of Massachusetts State Government
relied upon their work related support networks in a
variety of areas.

They indicated that they sometimes or

often relied upon those networks to learn "the ropes",
gain access to people and resources,

to

and to get advice

and encouragement.
Generally,

women in the Executive Branch of

Massachusetts State Government have diverse networks.
Those networks included both men and women.
Women in the Executive Branch of Massachusetts State
Government have encountered particularly supportive
people who have helped them in their overall career
development.

Such individuals include mentors,

and role models.

Although their mentors,

sponsors,

sponsors,

and

role models are drawn from a variety of different sources
(including family,

friends,

drawn from a workplace.

and neighbors),

most are

Many are drawn from their own

place of employment.
A number of women managers in the Executive Branch
of Massachusetts indicated that they have had multiple
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mentors,

sponsors,

or role models.

Of those individuals

who responded that they have had multiple mentors,
sponsors,

and role models,

most have had from one to two.

In those instances in which they have had multiple
mentors,

sponsors,

well represented.

and role models,
That is,

both genders were

women in the Executive Branch

of Massachusetts who have had multiple mentors,
and role models have had mentors,

sponsors,

sponsors,

and role

models of both genders in approximately equal numbers.
Women managers in Massachusetts State Government
have experienced times in their career when a mentor,
sponsor,

or role model was needed but could not be found.

Many of them indicated that a mentor,
model was

(or would have been)

sponsor,

or role

particularly helpful

during the first year that they were employed in a new
position and during a time of unrest

(e.g.,

in the

process of deciding to change careers or positions).
There are almost no formal mentoring programs for
women who are Managers in the Executive Branch of
Massachusetts State Government.

However,

mentoring exists on an informal basis.

a great deal of

Many women in the

Executive Branch of Massachusetts State Government have
served as a mentor,
else.

sponsor,

or role model to someone

Of those that responded,

more had served as a
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mentor,

sponsor,

or role model to a female than a male.

Of those that responded with regard to having multiple
proteges,

most of them have had from one to three female

proteges and only one male protege,

if that.

Women managers in the Executive Branch of
Massachusetts State Government have a wealth of mentoring
advice which they would share with a female protege.
a mentor to another women,

As

the four mentioned categories

of advice to give concerning career advancement are:
strive to grow,
job,

work hard and become an expert at your

set goals and be future oriented,

and network.

Women managers in the Executive Branch of
Massachusetts State Government are supportive of flexible
work options,

although they acknowledge that the

effectiveness of such programs are dependent on the
employee who is taking advantage of the option and the
particular type of option that is being utilized.

Flex¬

time is particularly useful to career oriented women.
Women who are managers in the Executive Branch of
Massachusetts State Government indicated that the
attitude in the workplace toward flexible work options
ranges from strongly positive to strongly negative.
management's perspective,

From

working with employees who are
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taking advantage of flexible work options ranges from
very convenient to very inconvenient.
A variety of work related training is considered
valuable by women of the Executive Branch of
Massachusetts State Government.

The most valuable

training to those who responded is
management skills and

(b)

Tier I,

(a)
II,

people-oriented
and III

(general

management skills and technical development skills).
Women in the Executive Branch of Massachusetts State
Government took advantage of training opportunities to
varying degrees during the past year.
period,

In the same time

their employers encouraged work related training

on the average between sometimes and rarely.
Compensation

(such as release time or tuition)

was

offered by employers for work related training on the
average between often and sometimes.
Written dissemination of anti-harassment policy
information is the means by which most employees learn
about anti-harassment.

In most instances,

the anti-

discriminatory policy is adhered to as opposed to
ignored.

Of those individuals in their department who

abide by anti-discriminatory policies,

approximately half

are supportive because they genuinely believe in equality
and the other half because they believe they have a duty
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to do so or they fear the consequences.

The fair hiring

and anti-discrimination policies are above average.
addition,

In

the enforcement of fair hiring and anti-

discrimination policies is above average.

Interesting Highlights

A number of interesting highlights surfaced during
the data presentation and analysis phase of this study.
These highlights fall into two categories concerning the
nature of the view of the workplace and the need for
additional progress in specific areas.

First the

workplace highlights are introduced and then the progress
highlights.

Nature of the View toward the Workplace

The research participants'

view of their place of

employment is regarded as cooperative,
empowering.

flexible,

and

The availability of supportive people

is perceived as emanating from the workplace as opposed
to outside of the workplace,

and they indicated that an

informal source of information about their workplace is
available.
help,

There was also evidence of a willingness to

support,

and mentor others,

especially women,

high degree of compliance and support of affirmative

and a
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action and anti harassment policies by employees in their
workplace.

Need for Additional Progress

The profile data indicated a need for more women in
top executive positions as well as a more systematic use
of training to encourage professional growth and enhance
career mobility.

As formal networking systems were

essentially nonexistent,

their presence might be a useful

tool to encourage professional growth and career mobility
as well.
In addition,

the data indicated a more systematic

use of and evaluation of flexible work options and
support mechanisms would be beneficial.

And the data

also indicated a greater use of and refinement of
male/female mentoring,

role modeling,

and support is

needed.

Recommendations

The recommendations fall into two categories.

The

first category focuses on possible areas for future
study.

The second category explores some of the options

for utilizing the data that were collected during this
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study.

The two categories are entitled "Future Research"

and "Functional Application"

respectively.

Future Research

1.

The researcher recommends that this study be
used as a springboard for future studies on
fostering the career development of female
employees in general.

One possible area for

future study might involve administering the
same

(or a similar)

questionnaire to a random

sample of women with similar job
responsibilities.

For example,

it would be

interesting to determine whether the
perceptions of state employed women managers in
"Public Safety" would be similar to the
perceptions of women managers who are employed
in private public safety organizations.
2.

The researcher recommends that future
questionnaires administered on the areas
explored in this study include the following
questions or lines of questioning.
(a)

What is the gender of your
supervisor?
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(b)

How would you undertake the task of
disseminating anti-discrimination and
anti-harassment information?

(c)

What steps would you take,

that are

not currently being taken in your
place of employment,

to insure the

equitable treatment of women and
minorities?
(d)

What is the percentage of female
employees in your place of employment?

3.

The researcher recommends future study using a
modified version of the research instrument to
explore the perceptions of male managers in the
same Secretariats and Departments that were
represented in this study.

It would be

interesting to compare the results of both
surveys.
4.

The researcher recommends future study using a
modified version of the research instrument to
explore the perceptions of minority managers of
both genders who are employed in the same
Secretariats and Departments that were
represented in this study.

Several of the

research participants indicated that the
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manifestations of all discrimination,
sexism,

not

just

need to be explored before action can

be taken to achieve true workforce diversity.
5.

The researcher recommends that a follow-up
study be conducted to ascertain what,
effect the fiscal crisis has

if any,

(or will have)

on

women managers in the Commonwealth.

Functional Application of the Study

1.

This study could provide the Commonwealth of
Massachusetts with current information about
the perceptions of its female managers with
respect to:

gaining workforce familiarity;

utilizing flexible benefits,
training opportunities;

options,

and

and organizational

procedures to insure the existence of and
appreciation for workforce diversity and
equitable treatment of all employees.
2.

This study could provide the Commonwealth of
Massachusetts with an assessment of its
effectiveness as an employer and as a promoter
of women.

In addition,

the perceptions of

female managers that are presented in this
study could be utilized to develop a plan of
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action for future changes that could aid the
Commonwealth in maintaining its position as a
leader in the area of affirmative action and
non-discriminatory hiring and promotional
practices.
3.

This study could provide the planning team for
the 1990 Symposium for Women in State
Government with useful information.

APPENDIX A
SECRETARIATS AND DEPARTMENTS IN THE
EXECUTIVE BRANCH OF MASSACHUSETTS STATE GOVERNMENT
Secretariat and Department_Secretariat and Department
Consumer Affairs

Governor's Office

Executive Office
Div. of Registration
Div. of Standards

Administration and Finance*

Executive Office
Appellate Tax Board

Dept,

of Public Util.

Arts And Humanities

State Racing Comm

Board of Library Comm.
Budget Bureau
Bureau of Special Invest.

Div.

Bureau of

Div. of Insurance
CATV Commission
Ale. Bev. Contr.
Reg.Bd. Medicine

State Buildings

Comptrollers Division
Dept,

of Personnel Admin.

Dept,

of Revenue

Developmental Disabilities
Div. Admin. Law Appeal
Capital Plan.& Operations
Div. Publ. Employee Retiremt.

Comm.

Against

Div.

of Employment

Discr.

State Library

State Purchasing Division

Communities

Dept, of Commerce

Executive Office

Motor Vehicle Mgmt. Bureau
Office of Employee Relations
Office of Handicapped Affairs
Office of Telecommunicat.
Retirement Law Commission

State Office

Economic Affairs
Executive Office

Educational Affairs

Group Insurance Commission
Office Mgmt. Info. Systems
Mass

of Banks

of Affirm.

Act.

and Development

Elder Affairs

Executive Office

Energy Resources
Executive Office
Environmental Affairs

Executive Office
Dept.Environmt. Mgmt.
D.E.Q.E.
Dept. Food & Agric.

Executive Office
Mass Housing & Finance

Dept. Fish/Wild. Law
Metro.

Distr.

Comm.

Mass Water Res. Auth.

*Bold print categories represented by participants in
this study.
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Secretariat and Department_Secretariat and Department
Human Services
Executive Office
Commission for the Blind
Dept, of Correction
Mental Health
Public Health
Public Welfare
Social Services
Youth Services
Deaf & Hard of Hearing
Parole Board
Mass Rehab.
Office for Children
Rate Setting Commission
Soldier's Home/Chelsea
Soldier's Home/Holyoke
Veteran's Services

Transp. & Construction
Executive Office
Dept, of Public Works
Mass Aeronaut. Comm.
Mass Bay Trans. Auth.
Mass Port Authority
Mass Turnpike

Labor
Executive Office
Board of Concil. & Arbitration
Dept, of Industrial Accidents
Dept. Labor & Industries
Joint Labor Mgmt. Comm.
Labor Relations Comm.
Public Safety
Executive Office
Board of Bldg. Reg. & Standards
Capitol Police
Chief Medical Examiner
Comm, on Criminal Justice
Criminal History Systems
Dept, of Public Safety-A
Dept, of Civil Defense
Governor's Highway Safety Bur.
Dept. Public Safety-U
Merit Rating Board
Military Division
Registry of Motor Vehicles
Criminal Justice Training
Mass firefighters Academy

APPENDIX B
SURVEY OF FEMALE MANAGERS
WITHIN MASSACHUSETTS STATE GOVERNMENT
January, 1990
Copyright (c) 1990 by Laura L. Eve*

Part I: Demographic Data
1)

How long have you worked in your present position?
A. _Less than two years
B. _2-5 years
C. _6-10 years
D. _11-15 years
E. _16-20 years
F. _Over 20 years

2)

In which department are you employed?___

3)

Approximately how many people are employed in the section (e.g. main
office, regional office, branch office, etc.) of the department in which you
are employed?
A. _1-9
B. _10-19
C. _20-29
D. _30-39
E. _40-49
F. _If 50 or more, specify___

4)

At which management level are you? M-l, M-2, M-3, M-4, M-5, M-6, M7, M-8, M-9, M-10, M-ll, M-12 (Please circle one)

5)

Approximately how many people report directly to you?
A. _None
B. _1-5
C. _6-10
D. _1M5
E. _16-20
F. _If more than 20, specify:-

* Survey spacing altered to accommodate dissertation margins.
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6)

In what age range are you included?
A. _ 19 yrs or younger
B. _ 20-29 years
C. _ 30-39 years
D. _ 40-49 years
E. _ 50-59 years
F. _60 or over

What is the highest educational level you have achieved?
A. _High school
B. _Associate’s degree
C. _Bachelor’s degree
D. _Master’s degree
E. _Doctorate
F. _Other advanced training:_

What was your gross income for 1989?
A. _less than $15,000
B. _$15,000-24,999
C. _$25,000-34,999
D. _$35,000-44,999
E. _$45,000-54,999
F. _$55,000 or more

9) Do you work PART TIME or FULL TIME (Please circle one.)

10) What is your marital status?
A. _Never married
B. _Married/living with "significant other"
C. _Divorced/separated/widowed

11)

Do you have any dependents? YES NO (Please circle one.)
A. IF YES, how many?_
B. What are their ages?_

12)

Was the person who held your job/position before you FEMALE or MALE
(or was it a NEW POSITION)? (Please circle one.)

13)

Would you say that the majority of your peers (in your present position) are
FEMALE or MALE? (Please circle one.)
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Part II: Workplace Familiarity
14)

When you first started in your present position, how did you learn about
your organization’s culture (unspoken and unwritten rules, and acceptable
modes of interaction)? (Please check all that apply.)
A. _Through trial and error
B. _From peers
C. _From a supervisor
D. _From someone higher up in the organization to whom you
do not report
E. _If other, specify:_

15)

Please indicate the degree to which the following words describe the
general feeling or climate in your workplace by placing an "X" on the
appropriate number along the continuum provided.

16)

A. Flexible

1
always

2
often

3
sometimes

4
rarely

5
never

B. Empowering

1
always

2
often

3
sometimes

4
rarely

5
never

C. Cooperative

1
always

2
often

3
sometimes

4
rarely

5
never

D. Competitive

1
always

2
often

3
sometimes

4
rarely

5
never

How supportive were the following individuals in helping you to learn about
your organization’s unspoken culture? (Please indicate your answer by
placing an "X" on the appropriate number along the continuum provided.)
A. Supervisor

1
always

2
often

3
sometimes

4
rarely

5
never

B. Co-workers

1
always

2
often

3
sometimes

4
rarely

5
never

C. Subordinates

1
always

2
often

3
sometimes

4
rarely

5
never

i
always

2
often

3
sometimes

4
rarely

5
never

D. Other, specify:
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17)

During your first year in your present position, how frequently did you turn
to the following individuals for support? (Please indicate your answer by
placing an "X" in the appropriate number along the continuum provided.)
A. Supervisor

1
always

2
often

3
sometimes

4
rarely

5
never

B. Co-worker

1
always

2
often

3
sometimes

4
rarely

5
never

C. Subordinates

1
always

2
often

3
sometimes

4
rarely

5
never

D. Friend(non-work)l
always

2
often

3
sometimes

4
rarely

5
never

E. Spouse/significant other
1
always

2
often

3
sometimes

4
rarely

5
never

F. Colleagues from another dept.
1
2
always often

3
sometimes

4
rarely

5
never

3
sometimes

4
rarely

5
never

G. Other, specify:
1
always

2
often

In your present position, how much have you relied on your work-related
support network in the following areas? (Please indicate your answer by
placing an "X" on the appropriate number along the continuum provided.)
A. "Learning the ropes"
1
always

2
often

3
sometimes

4
rarely

5
never

B. Gaining access to people
1
always

2
often

3
sometimes

4
rarely

5
never

C. Gaining access to resources
1
2
always often

3
sometimes

4
rarely

5
never

D. Getting encouragement
always

often

3
sometimes

4
rarely

5
never
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F. Getting advice
1
always

2
often

3
sometimes

1
always

2
often

3
sometimes

4

5
never

4

5
never

rarely

G. Other? specify:
rarely

19) Is your work-related support network made up mostly of WOMEN, MEN,
or BOTH? (Please circle one.)

20) Have there been any particularly supportive people who have helped your
overall career? YES NO (Please circle one.)
A. IF YES: was (were) your mentor(s), sponsor(s), or role model(s)
primarily FEMALE, MALE
or BOTH? (Please circle one.)
B. If you had more than one mentor, sponsor, or role model,
1. How many were male?_
2. How many were female?_
C. From which professional or personal categories were your mentor(s),
sponsor(s), or role model(s) drawn? (Please check all that apply)
1. _Your workplace (someone with whom you have worked
directly)
2. _Workplace/other (someone with whom you have not worked
directly)
3. _Educational Institution (instructor, professor, etc.)
4. _Professional group or organization, specify5. _Family member, specify:6. _Other, specify:_

21) Are there formal mentoring programs in your organization?
(Please circle one).

YES

NO

A. IF YES: please describe:

22) Have there been times in your career when you felt youi neededl a mentor.
sponsor, or role model but couldn’t find one? YES NO (Please circle
one.)
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23) During which phase(s) of your career did you feel that a mentor, sponsor,
or role model were (or would have been) particularly helpful? (Please check
as many as apply.)
1. _ During the first year in a new position
2. _ During a time of stability (e.g., after you had been employed in a
particular position for a while and were familiar with the routine,
but were not yet considering your career move)
3. _ During a time of unrest (e.g., when you were in the process of
deciding to change careers/positions)
4. _ During a time of transition (e.g., while you were in the process of
changing careers/positions)
5. _ Other, specify:_

24)

Have you ever served as a mentor or sponsor to someone else? YES NO
(Please circle one.)
A. IF YES: was your protege FEMALE or MALE? (Please circle one.)
B. If you have had more than one protege:
1. How many were male?_
2. How many were female?_

25)

As a mentor/sponsor to another woman, what would you consider to be the
three most important pieces of advice that you could give regarding career
advancement?

Part III: Work Options, Benefits and Training
26) Describe the attitude in your workplace with regard to the use of flexible
work options (such as part-time, job-sharing, flextime, and staggered hours)
by placing an "X" on the appropriate number along the continuum provided.

1_2_3_.—4.
strongly
positive
neutral
negative
positive

_5
strongly
negative
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27) Which flexible work options have been particularly useful to you or to other
career oriented women you know?
A. _ Part-time
B. _ Flex-time
C. _ Flex-place (at-home work)
D. _ Job sharing
E. _ Other, specify:__

28) From a management perspective, how convenient is it to work with
employees who are taking advantage of flexible work options and benefits?
1_2_3____4_5
very
convenient
neutral
inconvenient
very
convenient
inconvenient

29) How often have you taken advantage of any training opportunities during
the past year?
1_ 2_3.__4-5
always
often
sometimes
rarely
never

30) How often has your employer encourage you to take advantage of
work-related training during the past year?
1_2_3__4_5
always
often
sometimes
rarely
never

31) How often does your employer offer compensation (such as release time or
tuition) for work related training?
1_2_3_4-5
always
often
sometimes
rarely
never

32) Briefly describe the training that has been most valuable to you.

Part IV: Policy Content and Enforcement

33) How do employees learn about the anti-harassment policy at your place of
employment? (Please check all that apply.)
A. _The policy is posted
B. _Employees receive a written statement of policy when they are
hired
C. _Employees receive a verbal statement of policy when they are
hired
D. _A written statement/reminder is sent to all employees periodically
E. _A review of the policy is conducted verbally with all employees
from time to time
F. _The department’s policy is discussed frequently
G. _The department’s policy is only brought up when someone has
been accused of
harassment
H. _Other, specify:_

34) In your department, would you say that most people ADHERE TO or
IGNORE anti- discriminatory policies? (Please circle one.)

35)

Of those individuals in your department who abide by anti-discriminatory
policies, would you say that the majority are supportive because they:
A. _Genuinely believe in equality
B. _Believe that they have a duty to enact organizational policies
C. _Fear the consequences of not following policy (such as lawsuits
or grievance procedures)
D. _Not sure

36)

How would you rate your department in the following areas? (Please
indicate your answer by placing an "X" on the appropriate number along the
continuum provided.)
Policy
1. Fair hiring policy
1_2_3_4_5
excellent
good
average
fair
poor
2. Anti-discrimination policy
1_2_3_4-5
excellent
good
average
fair
poor
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Practice
3. Enforcement of fair
1_2_3_4_5
excellent
good
average
fair
poor
4. Enforcement of anti-discrimination
1_2_3_4_5
excellent
good
average
fair
poor

37)

Do you have any other information about the issues covered in this survey
that you believe will be helpful to me? If so, please comment in the space
provided.

THANK YOU for responding to this survey. Please return your completed
questionnaire in the enclosed addressed envelope by January 20, 1990.

o
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INSTITUTE FOR GOVERNMENTAL SERVICES
250 STUART STREET
BOSTON, MASSACHUSETTS 02116
(617) 482-8400

January 8,

1990

Dear Colleague:
The Donahue Institute for Governmental Services is
interested in collecting data on women managers in the
Executive
Branch
of
Massachusetts
State
Government.
Projected demographic trends suggest that, despite current
fiscal constraints, women will be moving into management in
greater numbers during the next decade. As a woman manager
you are in a unique position.
You are already familiar
with many of the issues that will face those women who will
be moving into management in the future.
We
are
asking your
cooperation by
sharing your
perceptions as a woman manager in state government by
completing the enclosed questionnaire.
The questionnaire,
which should take you approximately 20 minutes to complete,
focuses on a variety of work-related issues.
The data
collected through the use of this questionnaire will
enhance the Institute's knowledge about the perceptions and
needs of women managers.
The data will be analyzed by
Laura Eve as a part of her doctoral dissertation as an
Ed.D. candidate at the University of Massachusetts.
In
addition, the results of this survey will be presented at
the Donahue Institute's 1990 Symposium for Women in State
Government, and a summary of the survey results will be
sent to you and each of the other women managers who take
part in this study.
Your participation will remain confidential.
You are
one of 250 women whose names have been randomly selected to
form a representative sample of women managers state-wide.
The purpose of this study is to explore themes rather than
individual responses.
Therefore, any conclusions drawn
from this study will be based on group responses and will
in no way identify individual research participants.
By
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completing and returning the enclosed questionnaire, you
are giving your permission to the Donahue Institute and to
Laura Eve to use the data you provide in aggregate form for
purposes of research.
When you have completed the enclosed questionnaire,
please return it to the Donahue Institute in the addressed,
stamped envelope provided.
We would appreciate it if you
would return your completed questionnaire by January 20,
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